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1. Purpose of Evaluation 

The purpose of this evaluation is to review and assess the cunfyuencp, of inapIementation efforts, 
progress and achievemeats of the llBE project witk the project design outlined in the project paper and to 
determine project riabity. The results of this evdmtiotl will be used by IlBE to make midterm improve- 
meats in project mamgsment and operations, by IIBE and AU) to better rnariage the intusifian to grant 
funding, and by AID to assess the r e a h a  of the prospctive grantee to absorb and manage project fun&. 

2. Summary of Project Description 

Working with the Catholic Church and nlajor Protestant Churches, the IIBE project seeks to stimulate 
and support improvement in educational quality and efficiency in private primary schook serving rural and 
disadvantaged -mbm areas. Although the n m c a l l y  dominant force in primary education, the fiagmeated 
private sector hzd no institution sufficiently representative to serve as a grantee. While a wuttrprt institu- 
tion was formin& Florida State University (lFSU) has implemented the project t h r o e  a hiiSSion buy-in to 

the Improving the Efficiency of Educational Systems (IEES) Project. 

3. Implementation History 

I n f o d  meetings in I985 and more formaI exchanges in 19% led to the formation of an orgdzatiod 
structure capable of planning md implementing projects and acting as conduit for foreign donor b d s .  The 
major Protestant groups formed the Fe'de'ratlbn des Pc~iespmtestmtes d'haiti (19861, and the Commission 
episcopak des dcoles c&oZiques emerged on the Catholic side (1986). The NU organizations have recently 
(1989) formed an umbreIla group, the Fondaibn h ~ i t i m e  de I'enseipemmtprivB (F0NHF.P). EOP iastihl- 
t i o d  &ve!opment objectives have thus been largely surpassed even though the project is only at midpoint. 

Beg;an$g in September 1986, PROBED (French acronym for mE) has supplied 5chooT. seNiccs to 
three cohorts of schools (86/3: 24 schools; 87I8: 95 sclhook; 88/9: 76 schooIs), Very few schools have 
dropped out and the selection sf the fourth and last cohort (89/90) is currently mdemy.  

Public sector support could not be realized to any significant degree. Neither GOR school support 
resources nor Ministry collaboration in the, R&D component have materialized Following the November 
1987 events, any potential or red collaboration with MEN was stopped, along with aU other USAID/GOH 
&a=. Nevertheless, infonod contacts have remained open and PROBED sullabarates in the Mink- 
try's C o ~ s i o n  mkte preparing the F i  World Bank Education Project. PROBEE has also been 
instrumental in channeling $12'7 d o n  in World Bank salary supplements to private sector teachers for 
the $718 and 88/9 years and is expected to pIay a ssimilar role in subseq-ant years. 

4. Major Findings 

PROBED has surpass& many of its midterm objectives. EOP output objectives have been reached in 
the following proportions: 



Institutional Development 

Stimulate representative Haitian school crganizations 100% 

Strengthen MEBPS capacity in accreditation, examination, evaluation, 
and applied research ( ~ P o P w ~ )  

frovide services to between f 0% and 20% of private schools in 
depressed areas 60% 

Reach 60,000 students 70% 

Train l,800 teachers and directors 65% 

Research and Development 

Inventories and comparative evaluation of educational innovations 5% 

Leaning systems using distance teaching and modular instruction 
(-t%y= 3) 5% 

Text production systems 0% 

Preprimary programs 75% 

Strategies for l d  educational fmancing f ~ t p o w d )  

The project is well on track in most areas and ahead of schedule in the critical development of organiza- 
tional structwes. Ody the R&D component is lagging behind, but has recently started to pick up speed. A 
ninor design flaw - waiting uatd Year 3 before im;staUing sign3l-t capacity in curricular development - 
is partly respnsi'ble for this slow start in R&D. Another reason was the political aecessity to begin school 
service ianplementation before the R&D systems were in place. 

This project is highly original and differs from other atiempts to improve Haitian primary education in 
the following ways: 

0 u n u s d y  thorough preparation (Sector Assessmetal; participation of particularly experienced in- 
dividual5); 

rapid assumption of management responsibility by Haitians; 

0 participatory management system; 

e midpoint transformation from contract to grant structure; 

0 c o n t r a d  links between project and beneficiaries; 

a sefective and noncritical links with the public sector. 

4 2  Axeas ia Need of Improvement 

S M i  The analytical, adkkrrative, organizational, and motivational characteristics of the lay sec- 

tor representatives are not on par with either of the Protestant or Catholic sectors- Some of tbe d e i d  



staf f  are not operating at rnardmum productivity. The project is vulnerable to mishaps ( e ~ ,  resignations) 
since only a single person is trained for each fundon. 

Admiaistration. The computerized integrated managsment system is not yet M y  operational at a h e  
when admhktrative and financial accounihg for the past year have to be done and orders for next year 
need to be raxive& analyzed, and processed. 

R&D. Palicy-oriented research has not yet reached the volme and maturity needed to make a real 
dent in routine operations, midterm corrections, and evaluathg the impact of partidax acthities and corn- 
pone- 

5. Summary of Condusions and Recommendations 

5.1 Institations1 Development 

General conclusioia. Insthtiod development at PROBED has been most sucadd, surpassing 
project paper objectives and ope* the way to the changeover from contract to grant structure. The fol- 
lowing recotnmen&tions address the situation which bas arisen (1) as a consequence of this success and (2) 
because of the t e h t i o n  of collaboration with the Ministry. 

Recomnrcndation 1. Conhue to the tr* needs of PROBED, CEEC, FEPH, and FONHEP 
f o d y  and periodically. Budgetary docations &odd be sufficient to train aY personnel to be able to act 
as substitutes in key functions in time of need. 

Recornmeadation 2. Ongoing examhation of the functions of individuals and units should be con- 
tinued in a more formalized manner, as an institueiod capacity dysis. At this orgauizational crossroads, 
such a collective enterprise will help to redehe roles and relationships and modify institutional capacity 
where needed 

Recommendation 3. AIlocate the necessary resources to faditate in-depth work on the independent 

sector, initially focusing on (1) estimation of its size, characteristics, needs and poten&& (2) an inventory 
and analysis of organkations already representing parts of this sect05 (3) organizations already serving the 

needs of independent schools; as well as (4) the daboration of a poticy aimed at bringin%-in a crediile inde- 
pendent sector representative as a full-fledged me:mber of FONWEP. 

5 2  Scbooi' Service Delivery 

General conclusion. School service delivery has been effective, on time a d  on target. The methodol- 
ogy has undergone several adjustments and corrections and is now fully appropriate considering both l d  

capacities and donors' administrative and accounting needs. One surprising trend is yet to be fully under- 
stood: the great -dormity of menu choices by very dissimilar schoob. 

7 Kmmmenfhtion 4. Accelerate the installation of a simple but integrated computerized management 
system providing for data input and analysis in a user-friendly way. Three more staE should be trained to 
have wmputer skills at least comparable to those of the school services section. 

Wommen&tioo 5. Impose and control limits on student density, c h  size and mybe other variables 
potentially critical to pedagogicai success. Accelerate corrective actions based on monitors' reports. 

REcommmBation 5. Adhere scruptdor;sly to the ktter ~f performance contracts, avoiding any 
ssmbhce of char . . 'mpmed by central authorities. 

53 &search hid Development 

6 e n d  conclnsion. Large quantities of data are being accumulated and andytical effort has recently 
been increased. In genera1 during the first years, R&D appears to have taken second phce to the more im- 



mediate concerns of sewice implementation. Once a clear research fom has been decided upon, sig- 
research results can be expected in several areas. 

Reeonmendation 7. Scheduie information seminars on the PEP research for both PROBED and other 
o r g ~ t i ~ n s .  Make sure that feedback can be integrated into the design of future preschool activities. 

Remmmea&tiom 8. D e h e  a dear research focus and objectives: use existing data more widely, 
ampQ rozE&e data colIection, coordinate anaiytical work, and make the most of &st@ qualitative data. 

Recommendation 9. Resources should be allocated to contiuue a d  accelerate policy-oriented re- 
search as a pakt of regular project advities. In order to assure the necessary volume, sigaXcance and 
continuity of the R&D effort, one person or section should be made specifically respollst'ble for it and the 
R&D component should have a specific place on the organizational &art and the budget. 

5.4 C o ~ f d i n a t i ~  With 0th- Donors a 

G e n d  rondusion. PROBED'S low profle - which is pofitidy appropriate - and single donor 
h C ; n g  have resulted in a low level af coordination with other agencies. This is bound to change as 
PROBED becomes just me of FONHEP's projects. While diversification of funding is desirable, the Foun- 
U o n  as well as CEEC and FlEPH wouId do weU to preserve their autonomy by rejecting base financing 
from donors whose prkcipai activities involve gc1vtramental agencies. Such danow have so far shown W e  

understanding of what makes PROBED work. 
Recommen8ation 10. W e  striving for rapid diverdication of funding sources, limit contributions by 

mdthlaterd donors to sp&c items such as teacher salary support, ~ ~ r n  com&mcEion, and researck. 
Under no dr-bna should FONHEP trade its autonomy for budgetary support. 

&ommendation 11. Conhue to k e p  a low profile wMe at the same h e  instituting regular' formal 
and informal exchanges in order to ensure cumplement~ry of action with other orghtiom. 

Reeommadation U. Limit coordination of activities to those donors and organizations which share 
the project's objectives and respect its autonomy completely. 

5 5  Rogmm Management 

General cosdusiom. The project has succeeded in rnaxknbhg the ad-atages of creating new strut- 

Cures and initiating new initiatives. Excellent human and organizational resources have been m o b k d  
without overburdening PROBED by their past degiawies and EabiEties. However, with the current or- 
ganizational transformation and tbe impending increase in compIexity, scale, scope aud cost of act~ties, 
rmewed attention will have to be paid to management issues. 

Recomerendatio~r 13- Negotiations to spe* in detail the roles and responsibilities of FONHEP and 
FSU should continue, resulting in a document specifying exact chains of cumnand regarding key functions, 
such as deciding how money should be spent, a u t h o ~ a p p r o v i n g  expendirures, accounting for expendi- 
tures, assigning and sugervisii tecficaI staff, and organidng d implementing activities. 

Recommendation 14. Agreements reached should be illustrated on a hierarchical project orgmigam. 
If a single orgmigam cannot accurately show a l l  relationships, then a series auld be developed (e-g, one 
showing stdF supemision and reporting resgonsibiries, anotfier showing financial respo&iIities, etc.). 
However, a single comprehensive chart is preferable. 

Itemmanendabon 15. A gradual transition from the consensus orientation to a more vertical structure 
of decisionmking is desirable and represents a more viable option for the future. It &odd be feasible now 
as a result of the trust developed between the various partners in the past three years. 

Recommendation 16. Efforts to hpaove and document management systems and proczdures should 
continue. 



Recomrr~endatioe 17. As far as the transition to FONHEP is coacemed, continuing attention should be 
paid to developing a detailed, accurate orgmjgmm and to speciiying in writing explicit roles, respon- 
sl%ilities, authorities, and tasks of each individual and orgarkcation involved in FONHEP. 

5.6 Sum- Recommendation and htionak 

In a most general way &is evaluation team recommends (1) to conhue funding PROBED at levels 
agreed to in the project paper and the pro@ amendment, (2) to carry out tJxe pro@ rearrangement 
of the organbtional stntdure and the transfer of authority to FO-, ard (3) to initiate planning of 
both an extension of USAII) support to PROBED and IFQNHEF' and to other projects with hmilar objec- 
tives but more E m h i  in geographic scope. 

Justifications for such a favorable recommendation indude the foUowing 

a The project has stuck to its original go& and reached many of its objectives. 

a The project has reached and surpassed its institutional development objectives ahead of schedule. 

a Project design has proven to be appropriate to Haitian s o d  and political rdties. 

8 The overall lcvel of competence of individuals d t e d  with the project on staff and admhktra- 
tive council, as well as at B U  and AID, is exceLIent. 

e Beyond its own immediate activities, PROBED has already started to act as a model for providing 
school. support, to stimulate foreign donor interest ad, to promote a dialogue between chur&a as 
well as the public and private sectors which would have been u13-ble only a few years ago. 
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1.1 S~lmmary of Gods 

'?"he program g d  of the m E  frojed is to promote kIaith emno& development and pop& par- 
ticipation in dm10pment activities by strengthening of the country's human rmwce base." (Project Paper, 
p. 23). W~thin this general prugram the project has the dud purpose d improving the quality of private 
pPirnary h k  and of sewing as a catalyst for efforts within Haitian private primary education to organize 
itself and to take charge of attempts to the quality of schools. 

The project is 0rigi.d in at least two respects. F m  it does not define its goal as expanding access to 

schools to popdations currently deprived of such aaas. Instead, the focus is on improving qnality and i- 
ternd efficiency. The project is also original in going against the grain of institution-bddiag projects 
worldwide which have most often codbed "institution" with government or state institution. The major or- 
ganizational h t  of tbis projed aims at private sector institutions. 

The: general strategy of the project consists of a number of ekments logically linked with each other. 

I. By faasbg on private schools PROBED excludes the option of working with and through the 
state's existkg administrative hierarchy. Therefore, a way had to be found to address and in- 
fluence. a w e  numi-,r of individual schools. It was decided to enter into a large number of En- 
dividud contracts between tie project and beneficiary schools. (A s d  number d contracts with 
entire prkate schooi system such as the Methodist system, bad origindy been contemplated,) 

2. The heterogeneity of private education precIudes the application of standardized tecec&cal soIu- 
tiom. Each school should receive a type of support adapted to its particular conditions. 

3. In order to dec;ease dependency of schools upon continued outside help- support is explicitly 
limited to a very few years and actually decreases after the second year. 

Detailed strategies for the major project components include the following. 
School support is provided to a sample of Protestant, Catholic, and lay ("independentu) schools operat- 

ing in both rural and depressed urban areas. Schools are selected according to a set of predefined criteria, 

linked ro the project by contract, and offered a dozen possible support items. There are provisions for 
production of most of the resources offered within Haiti, for eval~stion a d  monitoring their me and, for 
the gradual trader of all xemmce supply and monitoring tasks from PROBED'S T e c h i d  Services Cen- 

ter to Sectord Service Centers respresenting the Catholic, Protestant, a d  (maybe) lay sectors. 
Rtsearcb lad  1peve'1o~ment is to be achieved in ihe following manner. 1niti.dy the project is to inven- 

tory and study the innovations and experiments carried out pre~iousl y and concurrently in private schools in 
Haiti, with a s@ focus on low-cost distance learning systems, low-cost text production systems, pre- 
primary programs and I d  e d u a i o d  Gnmcing. Some of the R&D eHort was to be carried out in close 
~~Ilaboration witb the National Pedagogical Institute (Phq and two of its Cenbes d'appuipCdago&w 
dghara (CAP%). 

O m t i a n  building efforts d the project we aimed at strengthening a Cathof c and a Protatant 
"embryonic representative body." These nationd religious bodies, the Commission epkcopale des &coles 
cathdiquex (CEEC) and the Fe'ddmion &s i d e s  pmtescmres d'hrriri (FEPH] are represented in the 
PROBED oqanhtion by two Sectoral Service, Centers These Centers have the principIe function of repre- 
senting the schools within a sedor 2nd administering project-supplied resources for eduational 



improvement. The orgmiaional support for the iay schools was initially seen as a responsibiity to be hand- 
led in the Ministry of Education (MEN) with project support. 

PuMic sector reinforcement was originally intended by strengthening MEWS school inspection 
facilities, by providing resources for shaed RkD studies and by lending technical support to develop 
evaluation and examination systems. 

13 Context Issues 
Three major cantextual issues should be kept in mind when analyzing the design and the evolution of 

PROBED. The fks.$ of these is politid PROBED has evolved in the midst of the most -*re and. 
prolonged political crisis since the U.S. occupation. Given the current distribution of forces it is d ikely  
that the project dl ever know peaceful rimes. Haiti is cbaracterizcd not anly by a "soft state" but a general- 
ized weakness and scarcity of hstitUti0n.s in all sectors of h e  s& structure. From s d  political kstab'3ity 
and institutional weakness, the Catholic Church has emerged as the relativeIy strongest nongmmmental in- 
stitution of national scope. It has been a decisive player in bringing down h e  Duvalier dictatorshi?. 
Harnessing the human resources and organhional potential of the Catholic Church has become an ob- 
vious strat* :or scores of development projscts. 

The majority of primary schook in Haiti are private schools. The private sector has recently increased 
its share t f  both school's and enrollments. According to the 1988 IMEN statistics, 68% of prinary emu- 
ments are in private schools. More rpant World Bank team estimates put the private sector propitions at 
82% of primafy doois anJ 72% of em01hents. The two most obvious causes of this trend are the weak- 
ness of the public SGGGT and tiat tendency d new Protestaat missions to combine  the^ religious activities 
with s c h 1  wmtmction and educational activities (zs they have been required to do by law since the mid 
1970s). 

The avalanche of foreign aid which has descended on Haiti over the last fietee~ years has k e n  c&d 
somewhat for the time being faIIoWirxg the aborted 1987 eIection. But in the educational sector, aid has con- 
tinued afmost unabatedly. Nmerous b i i e d  and m111riMeral projects have hardly been cut f dl, and the 
massive decentralized infusion of e s s e d y  North American h d s  into the Protestant missions might even 

have i n n e d  

1.4 Project Raaiondde: Focus and Limitations 

The rationale of PROBED'S aid strategy is straightforward if not always explicit in the Project Paper. 
Rather than just tradering resoupm, the project directs its eff~it in such a m y  t h t  autonomous national 
institutions can emerge and grow. Thus strengthening the private seaor should in turn stimulate &e Mink- 
try and make the public sectcar more active and competitive. As a camqltence, efficiency improvements 
wilI have to be made in private schools if they want to preserve their market share. Botb sectors will thus 
end up monger and more efficient, and the client population will benefit on both sides. AtF_ough some of 
this argument may be hope or specdation, the basic rationale has turned oat to be sound. 

The project strategy also has its limitations. Since h e  major organizafiod h t  is aimed at churches, 
lay s&ok and especially lay schools whose pedagogical mission is oversbadowed by a commercia: voca- 
tion, will by necessity pkay a lesser role in both strttct.Ying and receiving support. Besi&s, the major 
religious urganizaths, CEEC md FEPH, are still very young and fragile. Overburdening &em with 
budgets md trtsks too large for their own good might imperil precisely those of their qualities which 
PROBED needs most, namely, the high levels of motivation and loyalty of their personnel. These latter 



q d e s  are h-der to locate in &e fay sector - a fact which k sometimes evoked to jusGfy a slow and pru- 
dent approach to that sector. 

By its very design PROBED thus cannot be enlarged and multiplied at will; in order to be effective, the 
project must stay xehtiveiy d The price for growing too fast, tuo large, and too permanent wouid be to 
be e;gposed to all the dangers menacing large, conventional development projects; so far this has been 
avoided. 



2.1 Project Goal and Purpose 

The main problem to be a d d r d  though PROBED is tbc low quality d basic primary education in 
W The basic rationale underlying WE's Mtutional dcvelopment strategy is that the systematic im- 
provement in the e8Ficienq and quality of Haiti's system of basic education cannot be attained unless an 
institutional framework to ensure supervision, guidance, pedagogical and hmcial support, and faditation 
of research and development is built up. 

The TXBE strategic objective is therefore twofold: 

I. enabling the three principal subdivisions of E a i h  ppriwate primary education to organhe s ~ c -  
tures for coordinating educational improvement efforts and for building a constituency for sw- 
&ability (ie., hdhg)  beyond PROBW; 

2 strengthening the Ministq of Education's capacity to perform the systemwide and essenti~dly 
public functions of accreditation, examhation, evaluation, and applied research needed to sup- 
port the development of e d u d o a  

The first strategic objective requires that the associations in the private education sector, established 
jointly by the groups involved in private primary education, take increased rtspmibility far: 

mamgbg the project's private school support activities; 

e obtaining the adherence and participation of a wide spectrum of private sch01pL and repenting 
them within the sukdor in question as wen as at the national Ievek and 

a generating self-finan& from resources provided by constituent systems and schools. 

Due to the politid turmoil over the past years, the r e d t b g  cutoff of U.S. aid to the GOH, and the 
MEWS apparent lack d institutiod capacity to organ& itself and fulfill its constihdtional respons1irlih 
the second strategic objective has been abandoned for the time being. 

Up u d  this point in time PROBED has k e n  very s u d  in implementing the project The iastitu- 
t i od  development component has proceeded at a much faster rate than expected aud has p n e  M e r  
than o w y  anticipated. 

2 2  Project Implementation 

Por an institutiod chart and a description of roles and refationships, see h e x  1.) 

2.2.l First Stage: 1985186 

Target: The emergence of PROBED an$ two private sector education associations. 

Implementation: 

June 24,1985 USiUD meets with representatives of the Protestant Federation of h i o n  
Schools, representing 1,171 schools and 26 organizations. 

Jan. 15, I986 Joint ProtestantKatboIic meetiag of leaders of Haitian private education. 
Continued mbboration resulting in the Project Paper. 

Sept. 1986 S+& of project implementation. 



A Commission of Catholic Schools (EEC) is formed by the Conference apiseopde d7witi (C?EH) 
which acquired its legal personality on January 28,1986. In February lB9, the Commission is renamed to 
become one of Catholic Education, inspired by the Conveation signid in 1880 between the Vatican and the 
Haitian State proching  education and the Catholic Church to be kparabte. 

The eEEG is probably the first major centrd unit to link the private educational sestor to a foreign 
donor. its role is to be a partner in project hnplemenbtion and its main fmction is to coof-e develop 
ment efforts of Catholic schools and promote cost-effective structures. In fad, this effort is facilitated by 
exist& coherent struames in the Catholic sector, in p a r t i h  by its diaceses. 

A Fedemtion of Protestant Schools (FEPH) was formed and incorporated in May 1986 to coordinate a 
vesy independent and unorganized Protestant educational sector. Like the CEEC, its principd mission is 
to be a W r  in project implementation, to regroup al l  schools that belong to Protestant d o n s  and 
promote their educati~nal and f i d  development. Unlike Catholic churches, each mission or church 
pays annual dues of $125 per delegate. The number of delegates to the General Assembly k proportionate 
to the number of schools that each institution member operates. Since the creation of FEPH, me&&p 
has increased considerably and the dues constitute a regular source of income. 

Both the CEEC and FEF'H owe their existence to PROBED'S initiative. WE& this. fhe institutional 
developmeat goal of the project is nearly achieved. 

222  19WW - hject Year 1 

Target: hsthtiond development, progressive dev01ution of responsibities to the dsectots,  
and implementation of the procedures, processes and infrastructure required to manage 
s d q u e n t  project activities. Identification of first pilot mhort of 24 schools. 

hp1;emenbtion: 

A Technical Searice Center (TSC) and two Sedord Service Centers (SSCs), which are the operational 
arms of &he CEEC and PEP& are estabzished and assigned functions to project implerneptatioe The TSC, 
under h e  oversight of FSU, coordinates the work of the SSCs as well as the technical assistance provided 
by FSU. The Project Administrative Corn& composed of representatives of the CEEC and FEPH, sets 

poiicy guidelines and makes decisions repding programmatic and budgetary planning that are respected 
5y both the donor and the contractor. A a m i c u l m  policy for the project is formulated and a per iomce 
contract for tbe schmls drafted. The Director of the TSC arrives in July 1987. 

The mak achhkbative and tech id  responsibilities of the SSCs involve su~cvision of private schol 
improvement effort. This includes (I) selection of participating schools; (2) delivery of material and ser- 
vices to participating school; (3) supervision and monitoring of participating schools; (4) evaluation of 
school performance and colIection of background data; and (5) active participation in TSC research and 
development activities. 

Tae cooperative arrangement between the three major parties has avoided a simple hierarchy of 
authority. Only in the case of FSU is authority dearly assigned in Iimited areas, In spite of some resulting 
duplication of effort and waste of resources, one might consider the operarim of the project an unusual but 
mostly s u d  example of team leadership. 

223 1987flH -- Project Year 2 

Target; Development of management capacity needed to provide services to sd~ools. Pursuit 
of long-range institutionalization goal. Selection of the second cohort of schools. 



New subcanbarts are signed by the FEPH and the CEEC whereby the two SSCs take management 
respnsibi i  of an increasiag share of school support funds. The FEfR and the CEEC decide to make 
their coIlabration permanent and begin tfie process of forming a private primary education mnsortium. 
It is hoped that such an arrangement would fonnaliae their de fado authority in the impIernentation of !he 
project as well as their legal status vis-a-vis the Minimy of Education and other potentiat donors, in ordel- 
to gain a more ~~t voice in h o n d  educational planning and to broaden their hancial resource 
base. 

The rapidity with which the Catholic and Protestant sectors have organized themselves and have been 
officially recogmized as the legitimate representatives of approximately 65% of private sector primary duca- 
tion in Haiti has clearly been a major achietzment. 

Ttne CEEC has already received a 3-year grant fiom the French Govement to assist it in institutional 
reinforcement The Government of Haitilworld Bank allocates nearly $1.27 &on over the next two years 
fur salary supplements to private sector teachers, I&g materials, and administrative support. The pos- 
sibility of other donors giving financial assistance to Haitian institutions during the Ue of the project had 
been considered so remote that no mention of this can be found in the Project Paper. 

Fmally, the fact that project implementation has not been damaged by the termination of the public sec- 
tor portion is mother sign of the strength and adaptive capacity of both PROBED and the sector 
~ 0 1 1 5 .  

Target: Major extensiori in project coverage. Review and design of the institutional development 
strategy 1988/89 - 9 W .  Selection of third cohort of schools including a &st cohort of 
33 independent (lay sector) schools. 

Tbe Administrative Council approves institutional development plans by each sector through increased 
budgetary allocations, ~~ suppart and a&es, W d  oa the statute of the foudation continues kd-  
taneody and leads to the incorporation (9/5/1988) of FONEEP, the Haitian Private Education 
Fonndation (officially recognized in 1989). 

Foflowing these events, a revised projed hplementation pian d be executed as of Jdy 1989 to the 
end of the project under a contractual agreement between USAID and FONHEP. FSU will continue to 
provide technical assistaxace as W s  designated gm manager via an extension of the IIBE buy-in. This 
arrangement requires internal adjustments of budgets, activities, rules and respnsb'ities in the light of tJx 
new c o n t r a d  situation, a process which is already underway. 

The institutional development approach so far has focused on strengthening central structures, in part 
because Iittle was included in the original budget for the purpose of building and decenmlking institutional 
capacity. The associations are only now attempting to broaden and reinforce their local support base by 
more closely i&djhg  the needs of d xkoois in their subsectors, enlisting new membership and deter- 
mining the most appropriate roles and working relationships between the CEEC and FEfH central and 
regional offices. 

Both CEEC and FEPH owe thaii existence in part to the avdab2ity of foreign funds and will continue 
to be dependent on foreign sources. What is striking in the context of Haitian educatioq however, k not 
such depe,ndence as such, but the good use which has been made of the foreign funds. Someone should one 



day take the h e  to calculate how much money has been spent by foreign donors to ereate new Haitian or- 
ganizations, Per head of mnstituency se=ved by PROBED would look good. 

2 2 5  Critical Inputs 

A dose look at project implementation suggests that the strength of the institutional development a p  
proach lies in its very flexiity ox suppieness. It emphasizes the human element and ideas, aad 
de-emphasizes metbod and procedures per se. What makes this project s ipZcant  is the high level of 
mothtion of pawnneb the ability to actively enlist and involve a constituency in pursuit of a common god 
The close coUaboration of Haitian educators has been essential to support project design as well as project 
hplementation thus far, and it offers concmte widenax of the potentialities in the instihtid domain. 

Aside from the participants, another hpo-i element appears to have been the s d  s o ~ ~ ~ d u e s s ,  

analysis. Its hf!uence k clearIy felt in the project rmethoddogp and in the general private sector qrientation 
of the project. One has to realize tbat &err: was wilsiderable risk involved in setting up a project that simul- 
taneously tries to emphasize accountability by the use of contracts on the one hand and U i t r y  

collaboration on the other hand. Many things might have gone wrong in this project and a few have indeed 
gone wrong. The critical reasons of the success are probably to be found in two elements: 

1. New orgaaizatiom were created, but not by newcomers to organidon. Several sigdicant 

mphatioons in both the Catholic and Protatant sectors predated CEEC and W H .  Their 
cofldive experience a d d  be used without PROBED having to accept the o ~ t i o n a i  
liaViw Wed to their history. AU Project A W t r a E i v e  Council (PAC) members had 
participated in these older organiz;ltioris. 

2 Mead of the usual "itnplement fist - or& hter" procedure typical of many projects 
institutional development was recognized by the parents of PROBED as an element of pivotal 
importance. (k is well known that there were several fathers, mothers and physicians invo1ved 
in the bith of PROBED, but only one midwife; she gets a specid, appreciative nod here.) 

23 Issues in Institutional Development 

23.l Improvements in Lwd of StaffTraining and Competence 

All t-cai staff interviewed agree that they have learned considerabiy on the job and though FSU's 
techaid assistance efforts. Given that project operation is rather participatory in nature and the &ain of 

command is unclear, the loose coping system requires management practices that are closer to art than 
science. T&e model requires patience and flexibility on the part of the directors. It leaves some autonomy 
for all staff, whish means that they have to learn by doing. But it also means some duplication of effort and 
&onally less than optimal use of resources. 

To a great extent th3s appears to have been the modus vivendi of the institutional development strategy: 
learn by trial and error. However, with the increasing respnsibiities that the dewlution d respo~l~l'bility 
mode1 requires, the establhnent af a management information system, and the chaqbg of the guard 

when FONHEP assumes its functions as of July 1989, more systematic training of sstaff both at the ccntrd 
and regional level will become desirable. The project leadership appem well aware of that and has in Fact 
scheduled TA heIp on precisely this p i n t  for the Summer of 1989. 



23-2 Ckpgamim~tionalt Strength 

Strength exists only relative to some s t a n d a d  % the ~ a s e  of PROBEE) the standard is given by the 
obstacles on the path towards reading orgmhtioaaE. ob~edves. PBOBED and the sector associations are 
virtuayt 6 to read their objectives and c;~I :  &US be considered strong enough for the task at hand. 
However, the future is uncertain aad it would be useful to bave some kind of objective indicator of organiza- 
tional strsqth W e  propose the following criteria: (1) competence and mothtion of key persormel, (2) size 

of mernbedxip, (3) budget diversity, (4) administrative efficiency, and (5) scope and structural penetration 
(for want of a better tern). How wodd PROBED and its three partners (CEEC, FEPH and FONKEP) 
mzasureup? 

1. Nothaag seeds to be added concerning competence and motivation of key personne1; they are 
exeellent. This is not to say thac they are necessarily flawless but that they have behaved like true 
professionals, solving problems whenever necessary ratircr than looking for culprits elsewhere. 

2 S& jIi, term of project schools, is smaU and will stay small. However, the CEEC and FEPH have 
extended their reach to, and to scme extent even control over, an increasing number of schools and 
could in the foreseeable future manage t~ have some influence over dose to half of Haiti's primary 
scbuIs There is phenomenal potential here ia the sense that tirere are large numbers of dkmors, 
teachers, and parents who have a sbke in what happens with and to these, organizations. 

3. The organhdo~  are still relying almost e x c l ~ 1 y  on a single bildgetary so- which leaves them 
vdnerable to policy changes sat dono& headquarters. However, diversification is already setting 

in. Both sectors have rewived some external h c i n g  and have ways of obtaining at least some 
local financing as well. F0NH.W should rapidly become quite diversihd in terms of funding- 

4. Administrative efficiency has not always ken o p W  and receives almost continued attention at 
PAC nneehgs. Decisio- at the directors' level has sometimes been dower &an the 
coordication and TA team would have wanted it to be, and some aspeas of schooP delivery appear 
to have worked in spite of, not because of, the project's admkktrative shell. But in the end all 
effiaescy questions boil down to tbe one: did it work? The answer is: yes, it did 
The stmcturai penetration of an orght ion  refers to the extent and quality of its lidages with the 
sodal structure of which it is a part. Penetration grows with age, ihe extended networks of the 
members, institutional recognition and iatercomectedness and the like. It is essential for the 
efficient hctioning of the organization in times of mdty. The larger rhe scope of operation, 
the greater the need for deep so&d penetration. PROBED has a h g e  scope lmth in terns of 

g q p p h y  (spanning most of &2 Haitian territory) and in terms of activity (performing mast of 
the hctions one would normally asmiate with a Ministry). However, structural penetFatioz1 is 
not yet hrlfy commensurate with the scope of operation; one could hardy expect it to be after so 
few years. The low profie has resulted in low insaitwional recognition by the public and other 
oqgmidons, and interconnectedness srdl lacks depth in the sense that must other ofganhticns 
would go on as before, should PROBED cease to eaist. Even the extended networks of members 
of the PAC, considerable as they are, do not seem to penetrate deeply into the seats of politid power. 

h summary we come to the conclusion that PROBED and its partners are akeady sqrisi igly strong 
organkitions and are growing into a position of more secure strength. There is no reason to believe that 
their grow& would come to a halt soon. 



2.4 Impact Assessment 

2.4.1 Impart on the Beneficiaries: The Catholic and Protestant Churches and the Independent Sector 

The project, as represented mainly by the Protestant and Catholic sedoral organizations it supports, 
has allowed those organizations to work together on a global, human level, outside of their normal reiigious 
activities. This unprecedented cobbordve effort in educational development would not have happened 
witk1,out PROBED. Fox leaders and teachers to have succeeded in working together is a g o d  thing for the 
eduation system as a whole. 

Project ;mProvements in the quality of education (i.e., teaching practices and d d m  mated)  are 
Iik& to be subined, given that Catholic and Protestant schools account for a large majority of private 
primary education enrollment. The churches can therefore be expected to conhue to play the most impor- 
tant role in mediating the effart to improve the quality of schools and in assisting the SSCs with their tasks 
after PUD h a a c i n g  ends. 

Internally, at the church level, PROBED made evident the need for restructuring, for developing in- 
stitutional capadties to continue project benefits, and for extending the churches' om resource base in 
order to become more efficient in pursuing their public education mission. 

The independent sector has not yet been able to or* itself and become a full fledged member of 
FONIHEP. The coordinator of the ISSC does not yet represent any "independent" central unit but rather is 
under the oversight of the Technicid Semi= Center. 

2-42 Impact on the Functioning of Private Schools and the Quality oPEducation 

One to three years is too short a time to assess the impact on student learning achievement (see chapter 
m R&D). However, based on informal observations the following can be said: the training provided to 
directors and teachers, and the resources and services made available by the project to individual primary 
ichook and their student and parent eu1pmdes Happen at a time when the Ifait$n people are becoming 

more aware of &eu situation. In a country like Haiti, witk 80% illiteracy and no democratic tadition, this 
change m awareness may be a major milestane toward improving the quality of education. 

Through PROBED, many parents have become more aware of Bow children learn, d the role of the 

teacher and the parents in the learning process, of appropriate cognitive level materials and curridum, of 
the optimum physical organization of classroom space when tihis is in short supply, of learning extended into 
the community, of sharing ideas and goals, of asking questions, answering their own and each others, of self- 
evaluation techniques, of ushg various methods of teaching and of managing Iarge ciasses with different age 
and know~edge IeveIs. 

Tiis list could go on and on. What is important to the clientele is that more students are able to come 
to school, that more of them have books, and that some scbools now have dl six grades where only three ex- 
isted before. In short, there are many signs that the anditions for learning are improving, and we have 
obsemed at least some signs that this is being appreciated by the schooIs' clientele. 

However, more teachers need to be trained, particularly as trained ones leave for better paid teaching 
positioo; aad what remains is a teaching staff of uneven quality. Teacher training is also meid to prepare 
the student for the transition from preprimary to primary education so as not to Ioase any Student achieve- 
ment gains- The cllniculm needs to be more systematicaliy applied and linked to local cunditiom as well 
as research. Consequently, monitors need more comprehensive training that covers pedagogical and ad- 
ministrative evaluaPion techniques. . h d  many more school buildings are needed with better lighting to 



accommodate chiIdren so that they caa lerun, concentrate, and mow about a tittle more freely. Most of 
these needs are dependent upon hstitutiond development of the SCs their constituent systems and 
~004 a d  their capacity to respond to these needs. 

2.43 The Impact of PROBED om the Ministry of Educa~on 

In comparison with the important role the private sector plays in primary e d d o n ,  the MEN has con- 
tn'buted very little to the h c k d ,  pedago&ica& or admh&rative dwelopnnent of the private education 
-or. To some elbent, PROBED has taken over the MEWS public functions of supf ion ,  inspection, 
and guidance through its performance contract arrangement and ixmidm program. One might even say 
that the project is contn'bt~hg to gains in public services by accepting and exfendkg the Reform and by 
providing basic primary education which is considered by most people to be a public good. 

2.5 Conclusions and Recommendations 
Institutionai development has k n  more successful and has received more analytical attention &an any 

other component of PROBED. Three major organizations have been established and their structures 

d e h d  W e  have found them already to be surprisingly strong, penetrating the Haitian social structure to 
an increasing extent and showbg the promise of influencing, if not fdly representing, better than Mf of 
Haiti's private primary schook 

SucasdS as t&zj are, these orgmbrtions need to be reinforced at this interim stage of project im- 
plementation Roles, functions, and relationships relevant to reaching project objectives need to be clarified 
in view of the t r d o n  to FONHEP. Much of this work is part of advance plaming and has been included 
in two r t m t  institutional development reports (Fass, 1988, ApriE; Stafford and Desroches, 1388, My). 
However, some of this work cannot really be achieved ahead of time and some of the new relatiobships wiU 
have to emerge as the three organizations grow in volume, scope, personnel, fundin& and vis'bZtytY 

It cannot be assumed that d PROBED personnel currently have levels d training adequate far assurn- 
ing their new functions. A formal assessment of training needs will rapidly becume a necessity. Some 

training programs have already k e n  scheduled for Year 4 in response to tbis need but more wiII be called 
for to d d j r  the secund ~ O ~ Q I I  of Lhe follombg recomme~~dation and d e  the project less vulnerable, 
e s p e d y  to temporary changes in pemmcf. 

Rsm,mdat ioo  1. Continue to assess the traiaing needs of PROBED, CEEC, FEPH, and FOM- 
HEP formaw and p e r i d d y .  Budg~tary docations should be sufficient to train all personnel to 
be able to act as substitutes in key fundons as needed. 

PROBED has so far been able to count on a high level of motivation among the key staff members. 
This has protected the organization from potentidy negative effects s.f diffused authority structures, un- 
even qdcations, and work roles which were not always dearly defined. As the organization grows older 
and more compleq a full-blown institutional capacity andysis appears d k b k  Policies, roles, work or- 
ganization, the use of resources and, intertnstihltiod relationships s o d d  all be defined with utmost daritty 
if organkationai efficiency is to be m d .  Such a review should be achieved through a series of meet- 
ings among all staff involved PROBED has actually recognized the need for such review and reflection and 
the PAC appears to undertake it regularly. Yet there are no formal, written records of this. If there were 
personnel chaagw, the newcomers would find it to sort out the limits of roles and r e s p o r s l ~ t i e s .  

Institutional capacity analysis and training needs assessment are exercises in self-anaiysis of an or- 
ganization. They would continue to be conducted in a practical manner - although somewhat more 
f o d y  - and ideally should be enjoyable events for everyone involved. It will be impossible to reach ef- 



6ciency gaals and improve the mode of operation without at the same b e  maintaining and increasing 
levels of individual motivation. In this latter respect the recommendation, therefore, a i m  at making the 
project stronger precisely in an area where it is already strong, but wiIl be challenged by the transition lying 
ahead 

RecommenBatim 2. Ongoing r: xamidnn of the functions of individuals and uaits should be con- 
hued in a mom fomakesl manner, as an institutional capacity analysis. At this organhtiod 
crossroads such a collective enterprise will help to redefine roles and relationships and modify in- 
stitutional capacity where needed 

In one resped the inshtional development efforts d PROBED have not yet met with success. Com- 
pared to the church sectors, hy sector schwls have not been wen served. According to 1989 estimates by a 
World Bank team, over (37.8%) of Haiti's schools bslong to the lay sector, 116 f d  into &e categories 
of kcole co-, and 4% are dcoles c o m m u ~ i r e s .  So far there have been no s jstemtic attempts to 
document the specific needs of these schools, their s d  and geographic crmncentrations, their enroliments 
and their fledgbg attemps to organize themseIves. Given the rnagnitmde of the problem it is under- 
SbncWIe tbu PROBED has limited its o r ~ t i o d  cffos h o s t  exclusively to thr religions sectors. 
However, it is high time now to proceed to an in-depth analysis of the needs, potential, and organizzdonal 
options of the "independent" sector. Not onIy is PROBED obliged, by the spirit if perhaps not the btter of 
the project paper, to work with the indepeadmt sector schoos but a moral argument can be made as wek 
If PROBED won't help those schools, who will? 

Rezornmendation 3. The project should docate the necessary resources to facilitate in-depth work 
on the independent sector, hi t idy  f&g on (1) estimation of its size, characteristics, needs and 
potential, (2) an inventory and ady& of orgdzat i~z~s already representing parts of &is sector, 
(3) orgaahtions heady serving the needs of independent schwls, and (4) the aiaboration of a 
policy aimed at bringing a credible independent sector representative into IEONHIEP as a M- 
fledged member. 



3. D E W R Y  OF SCHOOL SERVICES 

3.1 Types mardl hqmse of School Services 

PROBED provides two of services to participating schools. Under the general rubric of inslruc- 
-we h d  (using project paper numbering): (1) iaservice baking for di-ectors, (2) improved 
imtmcrionai ~~ (3) insexvie teacher training, (5) school supplies, (7) ~ c t i o n a l  aids, and (8) a 
prepximay prugram Under the heading of the project provides what most private sec- 

tgr schools c s d  nomdy be expected to provide themselves if they had both the resources and the 
inclination to do so, namely, (6) sch001 equipment, (10) dm1 constnrdon and renovation, (9) school feed- 
ing propuns, and funds for (12) administrative overhead No salaries as such are provided to directors and 
teachers although the (4) incentive grants migbt be interpreted by some as salaries. One final item com- 
pletes the original Zist of sewices offered, namely, (11) seed money for income-generating activities. 

Given the great variability of primary education in Haiti, PROBED adopted from h e  outset a flera'be 
approach to the provision of seNices. Responding to school needs as stated in writing by directors, the 
projeds services can vary wideb in type and volume among participadng schools over the duration of their 
participation. At the heart of the project's service delivery is the performance contract, an instrument 
designed to facilitate both planning and accountability. Given the mount of attendon the performance con- 
bact r e a b  bo& k the project paper and in the routhe interactions between project and schools, it win 
be important to ascertain whether it has fdfded the expectatio~~ originally placed upon it. The idea to en- 
force a performance contract is novel in Haitian education, to say the least. Should it turn out to frurction 
well, it might desene much wider application. 

An e d h n  concerned with the provision of school senicrz should not limit itself to description 
alone. One should a h  ask why tbe delivery of services has been posSb1e at aU There is no reason why 
resources #by a foreign donor should ever benefit the intended recipients rather than being inter- 
cepted or "helped done;" from the intended destination t0.a dieTerent end user- Whether h d s  d be put to 

good use at the inrendcd destination depends principally upoa administrative controls regulating the dis- 
tn'bution and the motivations of personnel involved in the disiriiution. Both of these topics are dealt with in 
the chapters ooncerning institutional analysis and administrative procedures. For the moment, let us turn to 

a description of what has been achieved in school service delivery so far. 

3 2  Implementation Levels 

What follow is  a Iist of output targets for h e  delivery of schools services outlined in the project paper. 
We start by comparing these original targets w;th achievements reported in the s e k u a i  partfotio 
reviews (SAPRs), especially with the "cumuIativr: to date" colum of the most recent SAPR. Implementa- 
tion kvek dl them be d y z e d  in two ways: rust, by looking at the level and structure of expenditures, and 
second, by as&q the numbers of schmfs and students benefiting from such expenditures. The impact of 
the project's activities will be dealt with separately at the end of ttris section. 

1. "Dim of participating private primay schools trained in improved school administration 

w 
Target: "up to 300" directors trained 

To date: I87 c%edors trained 
292 school committee members trained. 



Cornmeart: W e  the project paper takes community relations seriously, especially in the social soundness 
analysis and in the "small projectsR item on the performance contract menu, no mention is made of t r a m  
school committee members. This is an important addition to the training of directors and teachers, allowkg 
both a better understanding of pedagogical modernization in the community and an efiicient feedback of 
c o m h t y  ~caction~, to the new ideas and practices. 

2. Td sst of refamed instructional materials furnished to aI1 participating schools requesting 
tatis drl" 

T m  "up to 300" schools equipped with materials 

To d a k  187 schools equipped. 

Comment: The project is bas idy  on track, making modem instructional materials available *ere 
desired. But this activity has not evofved in the way foreseen in the project paper. That document talked 
about "textbooks to be kept by the school and rented at nominal fees to students or loaned against a security 
deposit" The rental scheme appears not to have worked out and the use of tesbhks was clearly far from 
generalized in those schools visited during the evaluation. The project paper also foresaw a sitdon where 
directors would "choose among four or five approved series of textboob" inc1udinp a set of Reform 
materials prepared by IfN. In fact, PROBED'S openness towards many diverse educational ideoiogies d 
traditions has outweighed, so at least, the urge to reach wasensui on a small number of high quality, 
coordinated sets of instructional materials. Some reports talk of "chaos"whkh might be too strong a word, 
especially considering the fact that many schools, such as the Methodist ones, have access to coherent pack- 
ages worked out by their governing bodies. An added complication is caused by the fact &at IPN has ody 
recently completed its set of materials and that these materids have not been well received by the public. 
The whole question is certain to receive more attention in future months and ~ s .  

3. "reachers of participating private primary schools trained la improved iastnrctional and 
classroom mamaggent methods." 

I Target "up to IJOO" teachers trained 

To d a k  all JJ79 primary and preprimary teachers trained. 

Comment: hervice training of teaching personnel stage or recyclage has become a major industry kt Haiti 
~n one over the last few years. EN alone hzs wried out well over 109,000 personslstage, each ranging betwe- 

day and thee months According to administrztoxs, professors, and participants alike, much of what is 

going on at these stages is of dubious pedagogical value and the principal motivation for participating ap- 
pears to reside m the per diem payments which, in the public sector, can be mnsiderable. PROBED seems 
to have been able to avoid the aura of materially profiting and academically faking it which surrounds some 
of the baking industry. It pays comparatjvely low per diems and has instituted methods of participant selec- 
tion (100% of teaching staif) and control (via the performance contract and monthly monitoring) designed 
to easure that participants will a c t d y  carry out what thsy are trained - and paid - to practice. The 
project is on target, but wiIl have to face the challenge of reinforcing and upgrading the new methods, espe- 
d y  if a limitation to 'four or h e n  sets of textbooks farces many teachers to switch to instructional 
materia& they are not very familiar with. 

4. "Essential school equipment Cblackboards, student desks, teacher desks, etc) provided to all 
partidpatie scbmls requesting this aidff 

I Target: No advance estimates given. 



% date: 118 schools of lsrt and 2nd cohorts have received all equipment requested 61 of 76 
3rd cohort schools had received their orders by the last SMR.  

Comment: The grojd is on target and tke supplies are generally of very good quality. Some &&isms 
have been v o i d  concerning the high of PROBED standard fwdwe, blzt savings on this  it/^ woUIil 
prob%biy put timely de6very and quality standards at ri& 

h a a t  of the equipment appars to be put to good use and the monitoring system bas allowed the rapid 
idt&a@$~.  s d  azz&011 or cases where biectors failed in their contractual obGgations. P r d o o l  furni- 
ture is the only item which is still too novei ts be easily put to good use. 1 have seen tables used 
appropriately in one schooI, &used in atzothet one, and stacked away mused in two more, This item 
seem to be 2 wh~rabie one. The preschool tables are usable only in conju111ction with I d y  supplied low 
chairs. These chajrs are in *ow wk axwant demand thoughour Haiti Other than pencils they are just 
h u t  the cwEy item ia PROBED schools which is useM outside of their c o h e s  Nothing short of iron 
chains aad bars will ever keep such an item inside a s c ' l  for long. 

Procme=nt of d supplies is throagb Haitian suppliers and preference is given to equipment 
produd in Haiti. Decentraked procurement k well under way although at this h e  most of the profits 
and jobs wmected with tbis item are stitl located in Port-au-Prince. 

5. "Renovation and/or supplemental construction of adequate physical facilities for participating 
schools requirirtg this d d  on a matching grant andlor Iocal kbor contribution basis." 

Targee No advance estimate given. 

To date 32 primary school renovations completed, 24 preschool classrooms renovated, 
many more renovation requests evaluated 

Comment: Demand for this %ig ticket" item is as great as the objective need in most private sector schools. 
Tfiis is a Wornless pit area which is k t  approached with prudence and clear financial ceilings. The 
PROBED practice of selecting schools for renovation appears to have followed project paper guidelines 
without, however, being able to solve the space problem at mast PROBED schools. There is, of course, no 
easy an,vcr to this space problem. However, PROBED does have some leverage and might use it to get 
classroom density down to pedagogically acceptable levels. 

Decentralization of construction and renovation activities should be receiviag more attention now that 
the first few examples have been successfdy cornpIeted. For a development project to buy cement blocks 
for Dos Palais in Port-au-P+! is an absurdity. 

6. "Performance incentive grants furnished to school directors and teachers who completed 
braining and served competently for at least two subsequent years." 

T-t: No advance estimate given. 

To da- Payments at six month intervals, following decision by the relevant administrative body. 
Payments appear to have been made to all but 30 teachers and directors of the 
participating schools, at the following dates 

la86 110 payments 
6/87 107 payments 

12/87 637 payments 
6/88 618 payments 
12/88 l,101 payments 



Comments: To transform the mediumterm performance rewards intoprimes was a fatefui decision. It has 
to be stared emphatically here that the H a i h  notion ofptime is NOT equivalent to " p e r f o m =  incentive 
grant." (I have. not heard any Mitian, project staff or other, refer to theprime asgrime &performance.) A . . p h e  is a salary supplement handed out Ln a non-dismmmatory fashion by most of the big employers in 
H* including &e public service, at more or less regular intends. A p h e  can occasionally fail to 

m a t e  sot because an individual empIoyee was not up to his task b ~ t  because- an employer is either 
short of cash or wants to teach everyone a ~esson. Furthemor~prhes have in recent years become a 
regular part of the incame of many peopie even remotely connected with the operations of foreign donors. 
PROBED reports speak d the controversy aroused by the achbistration of performance grants based on 
indiviW merit. Nobody doubts that teachers need and deserve better salaries, but by giv5g in at the out- 
set, PROBED never achieved the academic and pedagogical performance leverage which had orighdy 

been hoped for. It is evident that a move back to the originai intention and delinition of this item on the 
menu would come only at a considerable cost. PROBED cannot afford to lose the goodwill and honsst par- 
ticipation d its teachers and directors in a protracted struggle over a rewad scheme many of them fed - I 

. . .  heard it &om a teacher, a monitor, and a bishop - is abusive (in the sense of kiing drscnrmnating and in- 
equitable - rich foreigners taking advantage of the desperate economic situation of Haitian teachers). To 
tie rewards to merit rather than stam and loyalty is not as &en a concept in Haiti as it might appear &cr 
the frustratingprime controversy. But the merit MUST be symbofidy remgnkd by a promotion, if it is to 

have public fegitimacy. 
7. %'reprimary &cation programs established in private prima y schoals that qu&@ for &is aid" 

Targc?t: No advance estimate given. . 
To date: 97 preprimary programs in operation. 

Comxmteat: The project pager is most careful and persuasive in stating the case for indudkg a preprimary 
program in a project aimed at primacy levet schoob; no other itcm receiva as much -on. M a y  of the 
enfanfine andpn%coI& cIasses hi Haiti function as little more than feeding or day-care programs but some 
valid models a.e also adable. PROBED decided to experiment with variations of W E ' s  CDEC 
program before chmsing one mode1 following an evaluation. The project seems well on track. 

& "Schd feeding programs established in participating schools not atready endowed with 
this resozv~e: 

T- No advance estimates given. 

To date: 75 schools with feeding programs. 

Comment. The international evidence is overwhelming and confmed by the Haitian experience - school 
feeding programs are a necessity. Why have only 4% of PROBED schmk been included in feeding 
programs at a time when U.S. Government food aid alone feeds more than one half of Haitian primary 
school students every day? Project documents provide only a partial answer by phiaskg the prablem as one 
of getting s&ooIs a~xpted by food distribution agencies. Indeed, some low-stmdard schools may not 
qualidy jsst as many do not quali€y for PROBED participation. B~at some privaie s e c t ~ r  schools dearly do 
not need to bother wiLb feeding grograms. D e m d  for their services azd pro&& cf the operaim x e  sld5- 
dent witho~r this added attraction- 



A concerned observer's gut reaction would be to require a l l  PROBED schooIs to implement feeding 
program simx PROBED by definition focuses on low-income populations. The administrative complica- 
tion would certainly be compensated by the proven positive effects of schod feedkg programs. 

The effectiveness of the school feeding programs deserves a detailed follow-up as part of the R&D ac- 

tivities of %e project. Problems observed in the field include the following 

a. Some scbook have run out of food because it proved impossible ta refuse food to c d r e a  enrolled 
after the PROBED enrollment rates had been set; some schools increased enrollment by up to 
70% wMe the project agreed to h c e  no more than a 5% increase. 

b. Many xhmk reported great difficulties in collecting a small contribution from parents to pay for 
the food prepmation costs not W e d  by the project such as personnel, charcoal, vegetables, meat 
and spices. Economically irrational since the contribution constitutes no more than a tiny fraction 
sf the value of the meals, such opposition is understandable, when both CARE'S national 
programs of free meals and the presence of numerous projects, including PROBED, providing ser- 
vices without any finrtncid contribution by beneficiaries are comidered. 

c. Some schmls have resorted to hmding out bdgur wheat rations to parents rather than preparing 
meals at school, thus undermining the project's attempt to upgrade s p e d i d y  the nfitritiond 
stam of children enrolled in FROBED schools. 

9. "Income-generating activities developed in srtrmis where swoundhg community has taken 
necessary i~itiative" 

Target: No advance estimate given. 

To date: After initial attempts the Project AWtraTive C~uncii decided to ehimte tInis, activity 
from the current phase of the project, with the ~bjective of freeing funds for instituti~nd 
development activities. 

Comment: Reports on this itan xe coixflicting. According to some, a few hcome-generahg sd.projects 
were started but the exgeriencz was disappointing. While parent committees rsponsibk fur this activity 

were formed in at Last: 117 schools (acwrding to the SMRs),  the project &o initiated a s m ~ y  of such 
projem attempted thoughout Haiti. Based on the resdts, this activity was abandoned. It has not been for- 
m d y  evaluated and reported on but the decision was certai;liy a sensible one. It is hard to estimate its 

impact on ihe community organization part of PROBED but it m o t  have been very si@~cant. Grass 
roots community org&ion is neither a god nor a strategy of this project. As long as service delivery is 
realized anyway, little more than perfunctory participation could have been expected. 

As far as the potential economic benefit of s m d  projects is concerned, the hopes of the project gaper 
team can hardy be considered realistic. At best, the economic benefit from the s d  projects would have 
been negligi'ble. At worst, the capitd would jmt have &appeared due to theft or neglect. As an answer to 
the problem of rtrcurrent mts in improved ~hcwis, h i s  item never stood a ckance. 

It is worth noting the- &emma iif the Praject Acbhistrartive in this matter. Pushing institution- 
d developmmt ahead both k g i h t c  zad ultiv~ately vezy successfut. The decision was reached in a 

coEedve a d  responsible v~ay. Yet far seme ouiziders and ,swticipz9f,: other aspects of this decision 
turned out to be. ar least as si@cmt, namely, t h i  the merri Cthe promise*) ws  being tampered with, and 
that p o w e f i  people ia Port-au-Prince could make d a t e t a f  decisiox~. This evaluati~n team thinks that 

given the circumstances and the oppo-iq the PAC prcbaibly mado the right decision. But comments 

made to tbc team as well as witten in monitors' repom, show &at in the eyes of some people a measure of 
t m t  has k e n  lost. Whatever the grand oppor~u6li~cs of ibe fit-, the PAC wodd do well to stick to the 

letter of the perfomawe contract. 



trust lms been Icrst Whatever the grand opportunities of the future, the PAC would do well to stick to the 
letter of the performance contrack. 

18. "f- Services Cater functional and ready to undertake new activities in R&D." 

Target: Center fully operational by Year 2 

TO Center fully operational- 

Comment: The TSC is the nerve center of PROBED. It has more personnel (20) than m y  one of the three 
sectors - who have 85,14, and 145, respectively, in the independent, CathoGq and Protestant sectors. 
Some of thif concentrati~n of human resources pertains more to adnhktrative charts than to everyday 
redity since some of the personnel on the TSC budget appear to be cn "permanent loan* to the sectors. . . Nevertheies, the TSC does have more space, more fullctions, a larger admrmtdve budget and more ad- 
mkkrative pamch than the sectors. What is most or@d in PROBEDS organization is that this 
high-pcwered wi t  b s  no executive power beyond its own Iimits. Does this make it inefficient? The Bilmr 
d'actiiritds (1988) suggests that the best measure of the efficient functioning of the TSC is the successful 
ckliyery of doo1. sevices. However, the authority over these services, the school sekdon, the &livery 
schedules, the measurement of impact, the monitoring of the schools, etc., lies with the sectors. Emp10yees 
respon&%k for these. a&ties are sector employees. 

How can such a system work? The answer to this question must be found in the imthitiod analysis 
chapter of this report. However, there can be Gttle doubt &at the system has worked quite well indeed The 
delivery of schwl services has ken a sutxts. Most quantitative and qualitative targets have either been 
reached or are within reach, aod where changes bave been made, they were the result of reasonable 
decisions made collectively. 

3 3  Estimation of Impact 

Ideally a midterm evaluation should be able to provide some prelimhry measurement of project im- 
pact; in pradce this has almost never been possiile. T ie  wns t rh  L the evaluation process never allow 

any mUectios of guanItitative data and few projects have ever been able to establish during their W years a 
baseline data collection that would satisfy ns;nimum methodologid quiremen& in the d sciences. 
PROBED is no different in this respect. More will bc said about this in the next chapter. 

This evaluation can do no more &an to wthate project impact in very general term and in a few 
selected areas. Various reasons can be given for rhis unfortunate state of afks .  Fusk since the project has 
always operated in the midst of politid uncertainty and, occasionally, turmoil, the practical difliculties of 
carrying out baseline studies and tests have been very considerable.-Second, a staffing problem in the 
evaluation section of the TSC, combSed with the initid failure of a computerized system of proaxing or- 
ders and inventories, made the analysis of routine data for impzct assessment almost irspossl%le. Fdy, the 

reliable q~mtitative measurement of impact must be prepared over several years. PROBED is still relative- 
ly young and experimental in this respect, and the evaluation section has only r e a d y  f m W  instruments, 
wmpkted rraining and adopted procedures whr'ch wiU faditate impact measmeat  in the future. 

Prelhhary impact estimation is feasible in the context of this evduation in the following weas: teacher 
revenues, school budgets, and teacher training. This excludes the most important output objectives such as 
student leaning as well as what, in the fmal analysis, PROBED is all about - social and economic develop- 
meat. But t is already much better than nothing and we a d d  not hope for much more at midterm. There is 
reason to believe that very shody the project will in fact be able to measure its impact in various fields 
much more precisely (see the next chapter). 



Teacher Revenues 

Unweighted median salaxies reported in the Bilan and presumably cover- the 1987i88 year are $44 or 
$396 per yew with a minimum of $l36 per year. The PROBED performance grant of $900 per teacher is 
not ind& and it is stretched over three y-. This practice departs horn the origid &teations a d  is 
stiU not fully understood since we have heard hree Werent versions from three abinistrators. The perfor- 
mance grant amounts to a de facto sa3ary increase of 758% for a teacher at the median level and 220.1% 
for those at the low end of the range. Whatever the income situation of the individual teacher - most 
teachers' household incomes exceed their salaries - it is evident &at PROBED hzs effected, for a M e d  
period of time, enormous dary improvements. Taking the much lower average qualifications and salary 
I e ~ k  into account, the effect of these grants has been just as considerable as the I987 raises in the public 
sector. The long-term effects are, of course, krdly mmparabIe since PROBED schools typically have no 
pension plans and are not guaranteed any long-term support. 

This is not the phce to justify project activities but it is nonetheless important to place PROBED'S k- 
pact on teacher revenues in contea. In the first place, the project's intent upon altering the behavior of 
mdelpaid teachers can hardly do without offering taqgi'bk economic benefits. As one comment on a 
preliminary version of this report has stated quite mrrectiy, adopting PROBED'S procedures and assign- 
ments wries a sigdicazlt opportunity cost for many teachers. Income from other economic activities may 
&us be lost and have to be replaced. One may draw th;s even further by pointing out that those "other 

economic activities* are often carried out in a much larger time fiamr: than a three y e s  salary supplement 
To lose clients, access to land, business partners and the Eke must be compensated either by longer-term in- 
come poses at least comparable to those forfeited, or by spechdar short-term benefits such as the 
ones handed out PROEED. 

 moo^ Budgets 

Estimating PROBED schoow total annual budgets is hardly feasible at this Pime; the project does not 
collect this kind of data. Nevertheless we can conclude that the impact of PROBED support is very major, 
even for some of the better-off schools. This wncI&on is based on the foflowbg observations: 

- Despite signScant shortcomings in the research reported in the Bilan d'a6tiM'tPs (e.g, the con- 
tradictions of median salaries in table and tea, p. 2% the mforiunare collapsing of categories on p. 
2J; the large number of missing data, ctc.), we can get at Ieast some ballpark f w e  on the rear- 
rent costs of a model schmI (in the statistid sense sf "mode"). Such a school might have 205 stu- 
dents, 7 teachers, 6 c1assrwms, and a monthly revenue from fees of $164 (after h ~ ~ ~ t i n g  for 
10% of fees never paid). According to table Vm the payroll would be $320 wMe according to the 
te;ut it would be $14. Monthly upkeep of budding and equipment might add another $30 while 
director's d a r y  increment and other costs might be around $50. 

These are necessady rather crude appro-ximatiom. The point k that the annual budget of such an 
average school is unlikely to exceed $3,600 if the school is subsidized ia aae of the CEEC or FEPH 
networks, and is more likely on the order of $2=,90 (or less) in the case of a lay sector school, 

Comparhg to this the $25 per student and year ($S,B) PROBED would spend on this school we 
re* rhe enonnous impact of project participation. 



There cannot De many teachers in Haiti who have never been to at reqclage but i many cases thwe 
have bad little to do with school budgets and have not been administratively, f-cdly and 
pedagogically k k d  with the n o d  operation of the schoot In PROBED, schools directws have 
rBc resources to make inservice teacher training part of the overall budget and tbe normal opera- 
tion d the &wt Moreover, the free monitoring and thtp.+ime make such braining a coherent 
package of naothdon, behavior aad control, and aI3. this under the ostensible authority of a direc- 
tor who n o d y  would never have the means to trair; his teachers. 

All this is to say that the PROBED impact on school budgets goes far beyond the pun$ b c i a l  
aqxds and extends to the p k g  which should be an integeal part of my budgetary ps- 
§&d budgets become something qualitatively different under the PROBED 

- F i ,  PROBED partidpation allso bestows a status upoil schools which, in the case of 
cntqrcned  directors, can be tbansformed into hard cash The reputation of being a "goodl" 
school, one recqpkd by powerful agencies and visited by foreigners, constitutes a valuable asset. 
This can then be converted into increased student numbers or fees - or both. An example of such 
comeasion was o k v e d  during the evaluation and is described in the annex about tht in&- 
perdent Sector. 

T-= 

Both casual obmation and monitors' reports suggest that the level of professional expettisc and the 
pedagogh! pra- d PROBED teachers are improving. For example, the following table cornping 
pretest and pasttest results of the I981 and 1988 training sessions shows an average improvement of success 
rates of39.655 ie 1987 and 23.7% in 1988. The decrease of 15.9% in the improvement should in W b e  
seen as aa improvement. It is most likely due to improved testing and reporting procedures; the I988 r d t s  
appear mnchmore crerk'b1e than the S87 resiics. 

Tests of Teachers: U~weighted Mean Success Rates in Pretests a d  Posttests 
at 1987 a d  1988 Training Sessions by Discipline and Groups 

1- GROUP I CROUP II GROIJP IR 
PRE POSF DlFP PRE POST DfFP PEE P05P DIFF 

~urum TOTAL 19# BIFPEILENCE 
PUE rosr D m  PItCPmr D m  PRE POSP D m  



The project has not yet reported how these improvements in teacher competence are translated into 
student res& but some relevant data should beeorne available soon. There can be little doubt that the im- 
pact of teacher &iring is positive and -cant as such, unless it is cut snort by other variables. There is, 
however, also a negative impact of some importance. Teachers with improved q-cations have better 
career prospects and several PROBED teachers have been able to &ad higher-paying jobs, sometimes even 
in the p&Ec school system. While the podhe side of this &ea should not be forgotten-PROBED has 
s u d e d  in supplying teachers of improved qualifications to Haitian edacation in general- the immediate 
impact on project imp1ementation is rather negative. Losiag the best teachers year after year wodd leave 
PROBED schools with a negative se1ec60a- those who cannot find better jabs. Besides, PROBED'S mis- 
sion is to help disadvantaged schools, not to supply teachers for schools already better off. The c0ucIusl:on 
d this section., therefore, is that as time goes on and PROBED @ a h  more teachers, a very major effort 
should be made to find a longer-term solution to the teacher saIary probIem. If this means continuing the 
prime as a salary supplement, then the focus of this effort would be an agency such as AID (via subsequent 
projects). If the solution k to upgrade teachers sufficiently to make them elible for the MEN payroll, the 
the focus should be the World Bank and its Education Sector bans  (ar budget support grants). But more 
~msPifiative solutions might be d e d  for, such as a controlled and more lucrative *0CCUpa~~d mdripficity" 
policy under which teachers wodd act as (paid) health officisls, project monitors, and the like. 

This report will not concern itself with the more general questions of project impact but future evalua- 
tions of a larger PROBED II operation might well have to do this. Some of the relevant points are discussed 
in the chapter on "crosscutt.kg issues of this report." 

3.4 Strengths and Weaknesses of the Model 
This ady& will limit itself to the mode2 of school service delivery as a whole. Weaknesses of particular 

pax-& and units are Biscussed ia other sections of this report. me term "model" refers to the complex of as- 
sumptions, strategy, administrative structure, and inputs which make up school service delivery at 
PROBED and ciis- it &om efforts made by other o r ~ t i o n s .  Reduced to its most compact expres- 
sion, the PROBED model contains the following elements: 

Assumptiam: (I) Upgrading human resources by formd primary education will accelerate national 
economic development. (2) Channeling school services to private schools in nuaI and disadvantaged urban 

areas will improve the quality of education for an increasing number of children, (3) Church otgmizations 
are capable, efficient and willing instruments for converting donor resources into educationat results. (4) 

The government will tolerate interference by national agencies who, with strong outside support, compete 
on its own turf- 

Straw Announciag clear selection criteria, the project excludes the best and the worst of the 

s&ooh, tying inefficient but deserving scfiwls by contract to larger institutions and the PROBED o r e -  
tiont The contract guarantees that certain resources will be delivered in such a way as to effect 
improvements in Bedagogy and learning a process which is closely monitored and evaluated by PROBED 
with the help of technicd assistance. The contract is reciprod PROBED will provide the resources and 
the schools will put them to their intended uses. 

Administrative Structure: Simple but standardized administrative practices are put on paper, com- 
municated during training sessions and reinforced though an unending flow of paper between schooIs and 
the central organization. Administrative responsibiity and authority is rapidly bestowed upon nati~nal ot- 
ganizations and structured in an increasingly decentraiiied way. 



Inputs: The inputs enumerated in the previous sections of this chapter are not comp!ete$ stand- 
ardized and allow the project to focus on particular needs as stated by school directors. Given an enormous 
&& flexility, pedagogical results will thus vary widely between the scbools. PROBED e q c t s  better 
and more durable results from such a flexible defmition of both inputs and expected outputs. 

This complex of assuniptions, strategy, acbinktration and inputs makes up the PROBED model. It ob- 
v i o d y  defies a simple three-he summary description. The critical question b whether it is working- If 
su-ful deIive:ry of school senices is the test, the answer can only be a£hmtive. Lei us usrganke the dis- 
cussion of the strengths and weaknesses of this model a c c o r ~  to three criteria: coherence, efficiency, and 
repliability . 

The package of services designed in the project palpet and offered to school directors is coherent al- 
most wihout a flaw. The only &en element in the package of upgrading human resources and improving 
the conditions of teaching and learnin& is the " s d  projects" item which promptly fell by the wayside. Al- 
though part of a laudable community participation ideology and of e q d y  laudable concerns about the 
long-term recurrent costs resulting from project participation, this item was probably doomed horn the 
start. It suffered from totally unrealistic expectations concerning potential return on capital, the difEicuIties 
of protectkg collective resources, and the dynamics of promoting strong and lasting community orgaka- 
tioa in Haiti At least a dozen AIDlllaiti reports written over the last few years by several social. scientists 
codd have warned the authors of the project paper that this was not the way to go. It is the strength of 
PROBED'S generally flexible approach that program adjustmeat codd be ma& collectively and with a min- 
imum of undesirable consequences, As it stands now, the school services model is coherent even iffor each 
individual school it must appear to be less than complete. 

Tbe model is also efficient by any development project's standard. Most services are delivered on time 
and put to good use. while ft is true that there have been start-up diffidties both h the proceshg of or- 
ders and in the capacity of small, poor and inefficient schools to absorb the ideas and goods of a modem 
sexvice distriiution system, what is typical of the PROBED mode1 is the relatively rapid identification and 
corrdon of problems at ail levels. Tkere are, OF course, some schod systems in Haiti which deliver ser- 
vices much more efficiently than PROBED, but those share witk this project neither the s d  level and 
geographic dispersion of the clientele nor the low level of resources available for distributioa The 
PROBED model is efficient thaPks to its socially appropriate de+ and the h i  level of competency and 
motivation of the individds making up PROBW. 

Is PROBED the answer to the tremendous problems faced by primary education in Haiti? Maybe, for a 

good part of it. If so, is the PROBED model of service delivery replicable? The answer can be no more than 
a most cautious yes. The strategy and administrative structure are certainty robust enough to d o w  transfer 
into different locations and social environments. However, an institution is only as  efficient as key in- 
dividuals want it to be. W e  there are capable and wen motivaed individuak operating in many areas of 
Haiti - especkdy in such centers of rural mobkition as Papaye, Plaisance, EQhie, and Laborde - it is 
diEcult to imagine them without the support of their respective institutions. These institutions in Haiti are 

almost iawwhbly churches or the sociaI-action branches of churches. A replication of PROBED would al- 
most inevitably have to be done in the contat  of such church structures. A second PROBED of small size, 
national scope, and identical orientdon would compete with PROBW for the same extremely Iimited 
human resources, organizational capacities and official tolerance. A reptication of the existing project, 
wMe thoretically possible because the model is a good one, may well be neither feasible nor desirable. 

There are no major weaknesses or design flaws apparent in the project's sewice delivery model. This is 
not to say that all resources flow smoothly or that there is no room for improving procedures for procasing 
orders, keeping stock and monitoring beneficiary schools. No doubt the administrative analysis presented 



elsewhere in *&is report will r e v d  several weak spots md recommend procedural changes. But rhe most 
significant finding is that services are indeed being delivered, that implementation is pretty much on 
schedule and that ehe staff of the TSC have been able to solve problems and adapt to new situations. A m e  
in point is the computerized ordering system which was unsu-y tried in Year 2 For a few agonizing 
days there must have been a sense of impending k t e r  around the Behrman building. But, in fact, the 

s$a€E p r d  capable of reverting to the old n ~ ~ ~ u a l  system d processing orders, and almost all schmls 
received their orders on time. The project appears ready now to use computerized ordering procedures, 
and rhe learniag e.xpe.rience has certainly been as fruithd as it has been memorable. 

3 5  Comparison with Service Delivery in the Public Sector 

If school senice delivery was efficient in the public sector there wodd be no need for PROBED. In 
hct, the public sedor agency charged with much of the work PROBED ends up doing in the private sector 
has never managed to become efficient. Its products have been broadly rejected (books), Iaughd about 
(Reform curridurn teachers), sabotaged by persons paid to put them to use (training sessions and Crwle 
teaching), stden (materids and salary supplements), and diverted to personal use (vehicles). Many of the 
beneficiary schools have simply beea destroyed. This is not the place to evaluate the performance of lPN 
(set Cihiapo, 1% Locher et al, 1981). However, it might be worthwhile to reflect briefly abut the mn- 
bast between &ooI service delivery in the pubfic sector and in the PROBED struchve. 

The basis for service delivexy in PROBED is a contract recently renamed into acwd & re'cip-td. 
Woo1 directors know what to expect and what they have to deliver in exchange. It is true that this relation- 
ship between donor and recipient has not always been an easy one. There have been mix-ups in orders and 
delivery, some chaages in the contract and in budgets imposed by the Project Admhktrative Comd wGch 
have not been univerdy we1 received, and monitoring has not always been as regular and intense as 
origidly hoped for. But basically the contractual approach bas proven a v&d 0% and the contract has 
been respected by all partners. PROBED is smal l  and the mpom&Ies of beneficiary dmls can coxrunmi- 
cate with the & and get action if needed. 

In the public sedor, schools aIso have a right to expect services, but delivery is irregular and does not 
appear to Kind ihe recipient to any particular performance. While it is true that most of the National 
Schools are incomparably much better funded and equipped, it is also true that their number is smalI, ac- 

cess is de facto very limited and a costbenefit analysis turns out highly &ti& (m, 1987, March, voL 1). 
The relationship between donor and recipient itl most PROBED schools is governed, if not completely 

dominated, by the relationships, loyalties and commitments of their respective religious organizations. 
These schools profit from a capital of gooddl and motivation money simply cannot buy. While it is true 
that monitor reports also occasionally reveal evidence of "assisted beneficiary" mentality contrary to project 
intentions there is much more evidence of teachers and directors going the ears distance to ensure that 
PROBED'S services can actually do some g o d  As stated above, there is no reason why newly accessible 
resources would ever be put to good use. f ROBED'S personnel and beneficiaries work w i t h  a timeless 
agenda and often a larger calling, and it is this social and mental complex, not organizational charts, 
delivery decides and money, which expfaim why things work. The contrast with the public sector is very 
marked indeed. 
F-, there is an attempt in PROBED to assure community invoIvement in the affairs of the schoot 

Togder with the institutional and geographic decentraIizatioa, this should help to make schook less vul- 
nerable: to fluctuations in donor support, political change in Port-au-Prince and the operation of parasites 
of ali kinds. Where communities have a say, there is little pIace in the long-run for sinecures, neglect of duty 
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and misapproprialion of resources. There k still a long way to go in this respect but, at least PROBED is by 
design and conviction moving in the right &ection. In the public sector everything is hierarchical and 
centralized and, therefore, equally vulnerable. 

There are also similarities in service delivery in tbe two sectors. In some respects the problems are the 
same - thousands of adults and tens of thousands of childten have to be organized, nurtured, helped 
dong Goods have to be delivered in thousands of different combginations and quantities. Problems of low 
status and low pay and the necessity to earn extra income cut into the capacity and u d k q p s  of teachers to 
"deliver the goods." School materials are Wen' in the sense that few children are e x p o d  to much written 
mateal  outside of school. And at all levels of society there are agents waiting to prey on those who control 
resources without having corresponding levels of power. Facing these conditions, Haitian educators have 
tried and failed in m y  attempts to make schools better. What the cumulative experience t e a c h  us is that 
a flexiile, decentraked approach has better chances of succeeding thvl a centralized, hierarchical one; 
and that bureauaatic mechanisms to sanction and conti01 behavior are expensive and inefficient compared 
to the motivation and control produced in religious communities. (This analysis might well be put to a test 
when reliable performance results from the independent sector are available.) 



4. RESEARCH AND DEWLOPMENT 

4.1 Gods and Purposes 
Research in the context of PROBED is applied research or, more specifically, "operations research." 

lts orientation is practical and its focus is ultimately identical with that of the project. As the project gaper 
states "Research and development conce* new !earning systems and funding strategies to overcome 
these wmtmhts (of insuilicient outside funds) and d e  more efficient use of available local resources is 
needed if Haitian primary education is to Mi its promiseyp. 52). In the first place, the paper proposes to 
carry out inventories of both "exprh~nts and trials already conducted in the field in H&ti by educators 
from both the public and the private sectors" and of "strategies tried out in other Third World countries" 
using new educational technologies. Besides these inventories, formative evaluation activities zre proposed 
- a type of resew! which uses the eye-opening qualities of empirical research to improve the motivation 
and efficiency of project staff invoived in it. 

More spe.ci6cally, research is to focus on (I) the use of educational radio and the like, (2) text produc- 
tion systems, (3) greprimary program, and (4) cost recovery strategies. Nowhere else &an ia the R&D 
d o n  is the term low-cost" "wed so constantly and insitently. The oiiginators of the project were a p  
parently aware of the wasteful practices and high recurrent casts of somz high-tech attempts to 
dr-Mte what arc the r e d  obstacles to educational efficiency. But it does surprise he reader to find 
such histent emphasis on "low costw as a justification for having an R&D component in a project. 

PROBFD's modest R&D schedule is designed to lead to a "major effort aimed at developingan in- 
structional technology to make Haitian primary education more cost-effective." This effort is to be carried 

out, starring in Years 3 snd 4 of the project, in collaboration with other private sector institutions and the 

Ministry, using outside funding. Close to 19% of the project's total budget is to be speni on R&D. 

4.2 Implementation Levels 

It is fair to say hat R&D so far h=s received much less attention than either school support or private 
sec~or or-on. T&. effort invoIved in getting the institutional and service components goins despite 
frequently disruptive politid events, must have left Utle energy for an R&D component which appeared 
less criticaL For example, it took wen over a year to correct a st* problem (the TSC R&D person), a 
delay which would hardy have been tolerated in school services if the resdts had been as minimal as they 

were in R&D up to that time. Besides, the Ministry was to play a major role in R&D in a double capacity: 
as provider of personnel and b d s  as well as full-fledged couaborator in the research enterprise. Some 
might consider this aspect of the R&D component a~ expression of naivete, but a carefut reading of the 
Project Paper aIIows different interpretations. Whatever the original intentions, public sector cullaborarioa 
in R&D turned out to be an opportunity - which was missed - rather than a design flaw. The daobliga- 
tion of funds targeted at the MEN following the events oE November 1987 has done no immediate damage 
to the two major components of the project. It might even have been a godsend. 

The following is a brief review of R&D tagets and current implementation Ievek, 
L "Operational data base on private schools and their teachers developeu 

Tapget: Operational data collection system in place. 

To date: Information base in glace. 



CoimmnC The pject  keeps good fit= and has amassed a considerable amount d information on 
beneficiary schools. Much of it is colleaed by means of a nmoer of Creole questi< . *:z:res which have been 
rehned over the years Monitors' comments provide inportant detail for qditativi: a113ysis of particular is- 
sues, e& the dkussbns sunomding thepnime. 

Hammer, &re is sGll some way to go. For ~xampie, the itemized payments per school, cohort and year 
havx mot yet bets entered d o  the data base, not even for the second cohort. SE& a simple question as how 
many schoo'ts have been given furniture so far - and what type a d  quantity of furniture - cannot k 
answered quMy and &ciedy. It k thus impsi'bIe, at this point, to weigh the impact of specific items 
and e x p d h m  upon performance outcomes. b n h l  data appear to be miss- Tfre project does not 
seem to know which ad tbe schooIs are licensed by the Ministxy, a piece of information which, according to 
Fass's recent book (m 251)' is absoluteIy critical in e x p k h g  the attractiveness of some schools. Other 
data are incomphe (e.g, we can h d  out how many benches a school has received from the project but we 
do not h o w  what proportion of the children are seated codortabIy). 

Besides the school senices data, there is a much larger data base currently behg readied for the re- 
searcUeduation &on. There are data on school and teacher characteristics, adminis, -ative procedures 
and quality of ahcation indicators from the fxst year on, aad student performance data from the second 
year on. Some of this data is currently in the process of being analyzed 

To s u x m w k ,  while a data base is operational and useful in the school senrim component it cannot, 
at this tim%, provide many of the answers which are needed to make sellsl'ble corrections to project 
strategies and to achieve some of the cost savings which the project's authors were so conceraed with. And 
while a l a r e  and better data base has been assembled for evaluation and R&D purposes, it has not yet 
been put to lad good use for either understanding project operations or measuring project success. No 
analysis so far appears to have made simultaneous use of both data sources. 

2. "Edmtion of existing instructional and oqpnizatiod inoovations in private primary 
d a d s  camplet& hc1mdiag assessment d feasibility of pmprima y education." 

Targek ImpIemenhtion plan and data collection instruments completed and tested. 
Evaluation continued 

Ta &k Pkns and ;nstrumeats in place: evaluation in progress. 

Cwunenk The project attempts to make directors and teachers into more informed participants in educa- 
tional hmmtion. Among other things we have found them to read reviews such as Ediketef I'eduEateur and 
the project's own Emmn la&. A proposal for a new Bulletin p e d a g w e  is currently under review. Train- 
ing &om and regular contact with monitors will, in the long-run, have similar effects, 

To this evaluator, tbe evaluation of the PEP component is clearly the best-conceived and must promis- 
ing of 4 of PROBEDS evabtion activities The consdtant Ioohg at the methodologid side of the 
experiment Bas given excellent advice afld the monitoring of the PEP schools is done so carefully that a 
wed& of rich data will &ow informed judgments even in the event of possible statistical insi icance,  The 
"- af feasswty of preprhary education" wilt thus be an informed one. 

It is to be hoped that the monitoring and evaluation at other levels of scbootiag will soon be carried out 
in an equally competent and useful fashion. The problem of incomplete data collection and impractical 
data stwage e m  be soaved sooa However, tws basic problems will remain for the time being. Fvst, there is 
the iaadecpq of the baseline data colkctian which inclades no data on teacher competence, student per- 
formance and the like at the before stage to be compared to the same variables a h  project influence. 
Seead, here I the virtual absence OF control groups (the good hearts of the PAC wrecked the one For 



PEP, md PROBED d y  got a d control group documented for the small fourth cohort of schools). The 
progress eEed& by p j e a  &ties during the first two years will thus hardy be measured against any 
clear s t i i d  outside of the project's btlutnce. ('in all fairness one has to a h i t  that projet% rarely fulfill 
these reqnhm%k& of "&anm staWcal designs.) For subsequent years the sllmm~tive evaluation wil l  be 
easier, intend vaWy d the data should not be a problem. From Year Four on, extend validity wilf be im- 
proved as Wt$ a d  the resuits &odd lend themselves to interpretation without any ambiguity. 

Another padk sign in R&D is the recent Rappufi d'vahration of the Slammet 1988 training session 
(PROBW, EB9). Ifhis teport is so cmmplett and the applied research portions are so weli done that one 
gets the fechg &at a f ? ~  the neglect and mishaps of the first two years the project is on the way to building 
u p t h e R g t D c a ~ ~ f 0 p a t t h e k g i n n i n g .  

Whetha the projed has really evaluated in any depth the most significant "existing ~ c t i o n a l  and or- 
p h t i o d  ixmodms in (Haitian) primary schmhf is hard to say. Several staff appear knowledgeable 
about some experiments a d  if the Reform (implemented by the MEN and IPN) can stdl be called an ex- 
periment, PROBED is we13 served in a former head of eduatioe at IPN on its current staff. But 
there is no record of a systematic, comparative study having been wried out, no written report of such a 
study aod iippar- not even a burning interest in carrying out such a study. Many organizations have ex- 
perimented, cnrer the past three decades, with textbooks, teacher training, furniture, school renovation and 
the like, brat PROBED so bar bas no way of systematidy assessing the rehive costs, merits, determinants 
and pedagogkd b& of these efforts in various Haitian contexts. One might well argue hat such a study 
should re* be carried out by some other agency or spechbd research team It could have made an inter- 
esting chapter in the Education Sector Study. Be this as it may, PROBED would profit from a detailed 
analysis of what lxcame of other attempts to improve &e quality of schcmling in Haiti. 

3. " S W e d  sdslkg inaovations disseminated to all participating scfrooh." 

T~I@ Cllrricula specidkt to prepare implementation plaa 

To dalic= I m p h e d o n  plan being prepared by curricula specialist, 

Commmt: PROBED bas the necessary p e r s o d  ia place to carry out and monitor && ianovations. 
B~~ sewxal members of the Administrative Council and the staff have been personally involved in nrr- 
ricular imwation over many years. Another positive sign is that the project did not hand over the extremely 
sendive carriadurn qudws  to some doctrinaire UNESCO experts. So far in Haiti tke advice given by 
such specdkts has regularly failed the tests of political feasibility andlor social acceptabiity. PROBED'S 
approach to allow curricular flexibility, espedy in the beginning, is a sound one. 

The "CLWi& &osw deplored by some project reports wzs iio doubt a condition sine qua non of suc- 

cessful or@zdha of the private sector. Much admirable work had been done by several member 
church= over many ]rears, and to move ~ Q O  quickly towards a single curricdurn or a small set of coherent 
plans might haw scared away some member churches and margidked PROBED horn the outset. Never- 
the1e55, one gets Phe hptxskn from visithg schmk and from looking at PROBED'S data base that the 

project would do well to strengthen the efforts to put more coherence into the curriculum in beneficiary 
schools. As a first step a much more complete information system would allow the project to h o w  which 
m a n d  are being d under what conditions. Some books may cover less material but be more ap- 
propriate under codti0115 of extremely large chis sizes. Some books may safely be used at various age 

levels while otheJrs aim at a narrow range of ages and psychological maturity. The project is on track in Mt- 

ing itself to the &tri%uPion of only "selected" innovations but it has yet to complete procedures which allow 
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it to analyze in some depth how effective such innovations have been under given, i€ not controlled, condi- 
tions. 

4. "Evaluation of feasibility and adapbbitity of radio education arnd programmed tachin@eamhg 
to Haitian private prinaarly schools completed and project proposal prepared." 

TargeO: Review and select for adaptation possi'ble instructional materials for use in project schools. 

To dak No wittea record d such investigation available. 
(Scheduled by Project Paper for Year 4.) 

Comment: Radio education is the low-budget Mety of distance teaching and is as such theoretically at- 
tractive to both donors a d  imp1ementing agencies. However, the start-up costs are usually very high and it 
cannot be taken for granted that mch program wiU be more cost-effective in a country short of studios, 
transmitters, and trained personnel. IPKs nu& dhscdve has been a costly flop despite the rzbtively high 
quality of some of its broadcasts. PROBED appears to be ody at the beginning of the necessary evaluation 
and aperimentation which would, if s u m  justify a major effort. There appears to be litrle specific ex- 
pertise among the project staff but some of the participating church organizations have broadcast 
educational programs, in a wider sense, for several years. 

A different form of dha.nce teaching might fare better at PROBED. The & d u r n  d o n  is present- 
ly ehbmtbg a distance teaching proje~t using moddar units to be distributed by the monitors. So far it is 
aimed at only one group of teachers - those. whose extremely low quafications practically preclude thek 
successfcll participation in the regular summer training sessions. The outcome of this effort remaian to be 
seen but it could conceivably be extended to all teachers if appropriate muddes a d d  be prepared. The 
problem of addressing such special attention at only some teachers in a given school should not be underes- 
timated, but it can be overcame. 

4 3  Strengthening Research and Development 

43.1 C k i Q h g  Rescar& Objecthes 

School setvice delivery at PROBED is aircady quite well organized and getting better during the cur- 
rent year. It lends itself to operations research for two reasons. Fnst, ?here is the relative ease of 
documentatian, School directors are willing collaborators, the m o n i t o ~ g  network is in place, and the data 
base of the TSC is useful, although incomplete, given staff training Ieveb; it is also getting better and more 
user-fiiendy. Second, the administrative payoff and training effect of operations research are almost im- 
mediate. Howeyer, research results are onfy as good as the questions asked. Unless limited and dear 
research objectives are specXed, even a great mass of expensive data will remain quite useless. There is 
ample room for improvement at PROBED in this respect; the payoff for asking the right questions wi?l be 
signzcant. 

PROBED has recently put a considerable effort into the elaboration of a Plan &bid d'&rrluation 
(1989, IS March) which is an excellent inventory of just abut aU The variables and methodological ques- 
tions one may want to consider. It has been followed by a critical review (Madh&re, 1989), again a document 
written with care md precision. However, neither of these two p a p  caz be a substitute for a missing re- 
search focus. The evaluation plan is too vast and ambitious, and she variable lists derived from it are taxing 
the project staff as much as they are satisfying the expert comdtzmts. It appears m this evaluator that this is 
not the time for encycIopedic efforts but for concentration on a few topic. of immediate relevance to 
project impIernentation. This is not a plea for superficial research but for limitation md concentration. 



Consider the following hypotheses as exanpIes of opportunities for operations research. Results of 
such research can later be translated into "pedagogical benefits at lower cost." Some of them can be tested 
witk little extra effort by using exissing data, others may require axl extra effort at both the data collection 
and analysis stages. It goes without saying that appropriate controI variables should be introduced in every 
one of the tests proposed here. It is equally evident that d of the fobwing 11 h p t h e s e s  should immediate- 
ly be diswded if a more canyiachg way is found to focus and push ahead with research. 

E x a m p l e s ~ ~ s c h d s l n d c n r r i c n l u m :  

H m i  1: The adabiility of (free) b o b  is the single most important determinant of 
cognitive results." 

Op. res. test: Compare resdts by schools, cbses and individuals according to textbook 
availability. 

Comment: W e  setting up this test, prepare a panel study (longitudinal test) and 
compare results with international evidence. 

Hypothesis t: Wtial alphabetization in Creole witl lead to better mastery of French by the end 
of the primary school cycle." 

Op. res. test: Document tbe curricular history of a m p l e  of students and d a s a .  Compare 
results of end-of-cycle tests, using at least three control variables known to aff' 
+ve outcomes d u r b m  ~ P U ,  school category (especially 
c o t l ~ ~ & / o t h e r s )  and pubEdprivate sector. 

Comment: IPN may have comparative materid available. The 1987 World Bank study allows 
only a partial comparisou since the doamentation of control vmiables was too 
limited. International evidence on vernacular alpbbetizat50n is available. 

Rypothesis 3: "Independently of class sizes, school s d  affects learning positively." 

Op. re& test Compare student achievement in standard tests, having d-nt:ed h . 2 1  c h  
a d  sckooI characteristics. 

C-at: This test sfrodd only be carded out with a large sample, involving at least ZOO 
schools. ft is hardy worth the cost i itself but should be mrdIolated with 
other system-wide tests. 

Hypothesis 4: "Student performance in rural schooIs will Jways be lower than in urban- schools." 

Code schools according to rurality of loeation md clieatele. Use this variable in Op. res. test: 
large-de end-of-cycle test. 

Comment: AM IPN tests up to 1986 as well as the 1987 study have shown this hypothesis to 
be true. Why it is true is not well understood, This test should be large-sale 
and include several other variables influencing cognitive results. 

]Hypoobesb 5: "Chismom density beyond a certain level will cancel out the positive effects of 
PROBED'S innovations." 

Op. res. test: Document cfassroom density as well as dl the PROBED innovations for those 
classes routinely subjected to cognitive tests. Sample size will probably d o w  only 
one-by-one testing of the variables. 
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Comment: 

Hyp&laesls &. 

Op. res. test: 

Comment: 

H y p o ~ i s  7: 

Op. re-. test: 

Comment: 

Hypothesis S: 

Op. res. tesk 

~ g l e 8 e o ~  

Hypothesis 9: 

Op. res. test: 

comment: 

Op. res. tesk 

Comment: 

Hypothesis 1k 

Op. res. test: 

Results m y  directly lead to policy guidelines on classroom size md deasiq. 

"Class size is an independent determinant of studcut performance," 

D~cummt class both during the testing and during the rest of the school year. 

Intuition tek us that teacher skill may well cancel disadvantages related to large 
ClaSssizR 

"Age homogeneity of a dass has a positive effect on t m  

Use range or standard deviation of the age variable; compare with cognitive results. 

The effect of age homogeneity will frequently be confounded by other wuiab1es 
because a homogeneous class w i l l  oflec be found in an kcole cangnigmiite or a 
school using the Rtfonn curriculum. It may be that the test is not feasible within 
the context of PROBED. But if feasible, it m d d  lead to immediate consequences 
on admissions policy. 

Time spent learning is a more important predictor of cognitive resuIts tban h e  
spent in school" 

Closely observe a sample of classes over a period of several weeks. Measure both 
time in school and the totd of intemptio11s for bmab of aIl kinds. Compare the 
resdts of before and after tests. 

This observation and testing could be carried out as part ofthe professional 
training of teachers. Student teachers or other observers could keep track and be 
invoIved in the testing. Such inv01vemene may have an effect upon their own 
training and d e  them more effective teachers. 

"Years of teaching experience is a more important detemhanz of student 
performance than teacher's level of how~edge." 

Compare teacher ~ a c t e ~ c s  with student performance. 

Traditionally there is a great deal of teacher resistance against any direct 
comparison of the knowledge and performance of individual teachers and their 
c k .  Such research needs to be very well prepared and treated conifidentially. 

"Teachers' level of training is a stronger predictor of student perfom- than 
their credentials and ceracation." 

Same as in the previous hypothesis. 

Same problem of tact and confidentiality as in the previous hypothesis 

"Retraining teachers in stages is an effective way of upgrading their professional 
competence and ciassroom results." 

Document for all teachers the number of days of stages they have attended at 
PROBED and elsewhere. Use performance at summer training pretests as well 
as monitor's evaluation of observed in-ciass performance as dependent variabIes. 



Comment: Using years of f o d  braining and/or degrees obtained and years of experience 
as control d l e s ,  this test shouid lead to programmatic conclusions concerning 
the retraining sessions. 

Idea& PROBED should have a much stronger research section. Seved of the research tasks 
enumerated in the prqea paper have hardly been addressed and the inventories of pdapgical innowtion 
done will q u i r e  several person-months if they are to be good enough to help project phmhg. The 
Project Paper remains vague on specifics but very persuasive on the general need for research As a matter 
of fad, some observers consider the whole of PROBED an expimen4 a piece of research in i&eK Tbe 
project would do well to elaborate now a much more specZc research agenda for the short- and medium- 
terms, to explore which research topics are best handled in ~Ilabration with other projects and institu- 
tions, to est&li& a such nore compk$e &;a bank and to make sure that research remains an integral part 
of all project activities. 

4 3 2  Project-SpecZe Rationale 

Testing such hypotheses as the ones sketched. out above is impo-t for any project operating in be 
field of H* primary education. It will have payof% anywhere. But there are specific characteristics 
which ckbgukh PROBED fiom other projects and it will be important to subj jtct these eIt=ments to sys- 
tematic tests as well. For example, the criteria of admission (high vs. low scores on the 2 ~ i o n s  test), the 
ctturch &iliation (lay sector vs. church affiliation), the service flexiiity (complete vs. partial equipment), 
the vo1mtary character of school fee- programs (avai2able vs. not adable), etc., should all have 
rneasumbk outcomes. 

PROBED has had very good resuits with the preparation and implementation of the formative edua- 
tion C-3 in the Bilm d'och'vitb for the first two years. There codd be such an evenr. every six or 
twelve months. Since much information is a~~ especially in the sdiool services and P W  d:hkio~s, 
tfne stage is at set for tke c o f i d v e  analysis and discusion which carries mu& areigkt in s-atabing a high 
level of mohtion among the staff. Now that the first: products have come out it will also be p i b l e  to as- 
sure a much more rapid feedback to all persons involved What has just happened with the A d  1989 
report, prrbIished i8 June and concerning the training and tests heid a year earlie; shodd not be repeated 

This is a propitiow moment for strengthening R&D at PROBED. The thee sections most directly in- 
~alved (evaluation, curriculum and PEP) are alk headed by individuals of exceptional competence. The 
organizd011 of r~utine data collection and input at the school services section is currently being upgraded, 
The monitors have been on the job lung enough to be f d a r  with data mfiection techniques in schools. 
Fmdy, research activities at the MEN are now producing at least some results of dirett relevance to 
FROBED. A research strategy, given current budgetary consmints, might contab the foliowing elements: 

1. Formulate research questions relevant to reaching prclject objectives and assessing progress 
toward reachkg the major project goaIs. Using existing data from the PEP, school services and 
evaluation d o n s ,  constitute two integrated data bases - one on classes and one on individual 
students. Answer the research questions in order of priority and analyze the policy inrnpKdons 
suggested by the resulk 

2. h p i i i y  routine data collection to indude more information on schcak (license by the MEN, dis- 
tan= faom competing schools, fee structure), classes (Reform mnicdum, teacher characteristics, 
use of supprhg materials, availability oE bosh, size, density and seating mmgements. noise and 
fightkg c.on$.itiom, general appropriateness of physid environment), and a sample of students 



(school weer, ownership and use of manuals). The latter is the most ~Wcult and costly type of 
data and may be left to a special research effort slated for outside funding. 

3. Cmdimte d f i c a l  work on project data with what is underway ekewhere. This involves stand- 
arcking concepts (e.g., the Bilmr (1988: 23) should supply the tmrx d'encadreme~t, not a recoded 
"mtia,'' to make wrnparison with other Haitian data possible) and procedum (e.g., why can't 
PROBED use the same school ID'S and geographic codes as the MEN?). It also kvohes making 
&e most of pssii1e matchhg of data sets (e.g., with the 1988 Enquenque& exhca&k at the MEN) and 
of ~~P of e - i d o n  results (e.g., at FN). Wherever possible, evaluation and testing ktm- 
mtnts s h o d  be identical in dole or io part with used in the major research teams such as 
PN9 in order to faditate comparative assessments of the impact of different inpups, &ah, and 
other variables. 

4. herease the value of quantitative data coPection by making the most of existing qualibtive data. 
The bulk of monitors' reports is never coded and hardly taken into consideration for other than ad- 
m h h a h z  purposes This qualitative data is invaluable for understanding the quantitative trends 
found in the numbers* This m y  be the point to correct a mifunderstanding I encountered on 
several occasions. Qualitative data is gathered slowly by perceptive, trained observers in anon- 
~ a a n & b d  fahion. It is mt what urban interviewers put into fonns for IHS'C. 

Various &cr dements could be added to this strategy. However, hey should neither add much to the 

research budget nor distract fkum the operational focus of the research. Anything more expensive and/or 
m e  academic should be h d e d  separately. 

Let me summark once more what this chapter is aJl about. I have found that PROBED'S research in- 
tentions and research potential have so far not been M y  developed There is great potential, especially in 
TA resumas, as has hasme evident once more in the well-reasoned comments received on the draft ver- 
sion of this report. But the volume, depth and usefulness for policy purposes of research at PROBED has 
so far not been impressive. Much data is being collected in many different forms. But a surprising propor- 
tion of this data has been neither coded, nor kepunchtd, nor sna lpd  - nor even read a d  verified in 
some cases, I am told. 

There was as much reason for concern about research during PROBED'S first three years as there is 
now reason to be satisfied that tm are taking shape. The projeci was in danger of losing (I) the stimdat- 
ing effect which research involvement can have on project implemtors, (2) the chance to refine research 
focus and ~ ~ e n t s ,  (3) most d the mining eEect for local st* and (4) any relevance for in-comse cor- 
rections of projec! methodology. I am assured the danger has now passed at least for some of these four 
points. And I am convinced the material. is already there for several stimulating reports and discussiom 



5. FINANCIAL, A;I)MINISTIZATIVE, AND PROGRAM MANAGEMENT 

5.1 Scope and Limitations 

This component of the evaluation took place in Port-au-Prince and foeuses solely on hcj4 ad- 
miPlistrative, and ppopm management of the PROBED office, M staff interviewed were extremely 
cooperahive a d  willing to Share thoughts about the past and the future. Requests f ~ r  documents were 
answered promptly. 

There are four factors that limit the scope and depth of this component: 

1. The Project Paper has no s+c, erq;Ecit management objectives @t which to measure per- 
formance, though some are implied in the institutional developmeat area and/or appear in various 
work plans developed during implementation. Therefore, the standards i d  in this evaluation are 
generally accepted management principles, as well as AID regulations and administrative require- 
ments. 

2. Since the PROBED office does nut have InCormartion about the overall ESU contract, such as the 
contract document itself, questioxls of overall FSU prime contractor performance (e.g, reportin& 
accMlnting system, documentation of ratiode for budget reallocation) could not be answered. 

3. The short time frame did not permit visits to FEPH and CEEC headquarters. Thus, i a f o d o n  
&ed about their independent (non-PROBED) fmcial, administrative, and program manape- 
ment capabiWes is anecdotal only. 

4. The current TSC Director is quite new to the organization and therefore wb1e to provide hision- 
cd data. While quick to locate requwted documents sad offer e o n s  as to others that might 
be reviewed, he could not be expected to bring all important records of the past to the consultant's 
attention. f i r  these reasons, descriptions of past management policies and practices may be in- 
complete. 

5.2 Management at PROBED 
This project invoIves creating entirely new structures, initiating new activities, and h k h g  the new struc- 

tures W;& a new project. St+ from the ground up has both advantages and disadvantages These are 

generally o p p s k  sides of the same ah. 
For example, one advantage is that there is no history of past organizational strumre or practices that 

require change; &us, no strategies to minhnk ever-present resistance to change are needed, The related 
disadvantage is that there is nothing on which to build; dl structures, systems, and procedures must be es- 
tablished from scratch. 

Another advantage is that an entirely new structure assembles a new st&£ untainted by prior "office 
politics." Tfie related disadvantage is that it takes time for these st& to become comfortable w;ith one 
another and develop the capacity to work together. This challenge is compounded here by st& &iliatiom 
with three separate and independent orgaaizations (FEPH, CEEC, and FSU) -with no prior institutional 
relatiomItips. 

The thid advantage is that the creation of new organhations allows the development of fresh stnrc- 

hrres and systems h e  respond ditectfy to newly established organhtiod @s. In this project, the 
simultaneous development of the two new orgaikmtions, FEF'H and CEEC, further allows for s w  of ex- 
periences and the development of joint solutions to common problems. The disadvantage is that demands 
for program development and for o r ~ o n / m a ~ a g e m e n t  development compete for staff time, and the 

farmer normally wins out. This is especidy true in service-oriented NGOs often staffed by technical ex- 



perts whose only management training has been on-the-job. Thus, the attention paid to management issues 
is often insufficient. 

mhbizhg the disadvantages. This project PROBED has succeded in :m&nbhg the advantages and 
and its padcipathg o r ~ t i o ~  have e1ected two kinds of management structures and styles, neither of 
which is traditid F w  at the top managerial leve!, &ere is a norhierarchid, 1cmse" structure that relies 
on mmemms-oriented mauagement. In fact, there is no organktion k t ,  and it is aot possbte to draw 
one in a c o p v e ~ ~  sense. The one suggested in the f roject Paper was never implernlented, nor was the 
one shown in the PROBED permme1 manual. All the participants agree that the project is managed at the 
top level jointly by the sector and the TSC director, and that policy is established by the Project 
Acfvisory Committee, which also indudes USAID. Second, at the technical levels, the style is "matrix 
managemenf" where teams representing tBe various organkations work together on the unit's rechiEal 
tasks. Although the TSC member is generally regarded as the team leader, the team members technically 
report to the senior sector manager and, in the two religious sectors, are members of the FEPW and CEEC 
st&* 

From a theoretird standpoint, this is probably one of the weakest and most risky approaches to a am- 

p l e ~  pr~ject like PROBED, yet it has been ememely successfuL This is the result of unusual staff 
wdtmm5 a shared capacity for understanding and compromise, and a rareIy-found degree of patience 
among all the mpizations involved, including USAID and FSU. Without these assets, FROBED wodd 
have been unable to function and meet its programmatic objectives. 

The potential risks and weaknesses lit in the following 

0 Lines of authority and accountab'fity are unclear (except vertically within the sectors and between 
top management and the PAC). 

There is no single management authority resident in the organization. 

a There is no generally accepted mechanism for dtxisiomaking ia the event the c t ~ m u s  process 
fails. 

e Management is a veay time-comunaing process, since key staff are involved in d i i i n g  many 3s- 
sues that, in other settings, are within h e  purview of a single director or delegated to a technical 
manager. 

These rids and w ~ e s s e s  have apparently bad no adverse effects on PROBED. One can only spcu- 
hte as to the reasons, but the following are likeIy- Fit, no one has felt a need for clear lines of 
management authority and respo~~sib'ity or for a single point of senior management. In fad, it is unlikely 
that they would have been accepted by FEPH and CEEC. Second, the consensus process has always 
worked. Third, dtho-& participants recogarize that time spent on joint reso1ution of management and 
policy questions reduces the time available for technical and program issues, they have wanted to be part of 
these decisions and wodd not have wiBhgIy ceded the necessary authority. 

Cmbersome as it may be, the combhation of consensus-oriented and matrix management styles has 
very well in PROBED. Indeed, given the uniqueness of the project design, it is ubkely that any 

other approach would have worked at aU. "Management%auld &t only to support programs, not simpIy 
fer its o m  sake. Jn this ase, the mmagement approach selected by PROBED participants has contributed 
to, not detracted from, achievement of p r ~ ~ c  objectives. In addition, despite some -sly problems 
with procedures and timeliness common to virtuaUy ail projects, the approach enabled PROBED to meet 
AID'S administrative requirements. 

The establishment of FONMEP, under a direct grantee relationship with USAID, the consequent 
realignment of rates, responsibilities, and relationships, and the entry of three new key players (the FQN- 



HEP Executive Duector, the new TSC Duedor, and the new USAID Project Ofiicer) calls for an altered 
style in the future. The draft or* for FONHEP correctly reflects a more hierarchical arrangement, 
with the Sedor Directors reporting to the FOMEP Executive Director (see annex 1). However, it still 
beg the question of the hierarchical and hctionaUauthoritative relationships between FONHEP and 
FSU, and the new agreement will require carem and detailed definition of tasks a d  respomb~ties for the 
two o ~ t i o n s .  As indicated by S h n  Fass in his November 1,1988, proposed strategy (pg, 91, this is no 
easy task &en FSWs respollsl'Ea'i to meet its own wntractd obligations when its abiity to do so re- 
quires F O m ' s  cocpration in carrying out the required activities. 

Reconrmen&tim Negotiations to specify in detd the roles and responsibilities of FONHEP and 
IFSU should continue, resulting in a dwument specifying exact chains of command regarding key 
fwnctions, such as deciding how money should be spent, autho~g/approving expenditures, ac- 
counting for expenditures, assigning and supervising technical staff, and organizing and 
implementing acthities. 

Reconrmendation: Agreements reached should be iUustrated on a hierarchical project or- 
ganigram. Lf a single orgmigram cannot accurately show all relationships, then a series could be 
developed ( e g ,  one showing staEF supervision and reporting responsibilities, another showing 
financial responsibilities, etc.). However, a single comprehensive chart is preferable, 

53 Deffiition of Management Structure 

This questim can be posed in t ~ o  waways: (I) Is the structure well-deha in the miads of those who use 
it (staff and advisors)?; and (2) Is it immediatdy dear and well-defined to an outsider (a new staff member 
or consultant or an external analyst)? As indicated above, b e  answer to the first question is yes. Those in- 
volved in PROBED know how its management works and accept the organizational style. The answer to 
the second is no, as explained below. 

By definition, a well-defined management structure has the following c h a r a ~ t e ~  

There are dear, vertical line5 of authority, responsibility, and accountability. 

e The strucaure and its ass&ated systems and procedures facilitate work 

e The structure places respomibity and authority for all tasks at the right level and in rhe right place. 

There is no redundancy, and no tasks are left undone. 

The structure promotes efficiency. 

9 The structure is appropriate to prevailing cultural and other organizational norms. 

The structure takes advantage of the talents of staff, and each staff member holds a position ap- 
propriate to his or her q&cations. 

Most well-functioning projects and organizations demonstrate these characteristics. 
The unu5uaE structure of PROBED departs fiom these norms in several ways: 

e As indicated in 12, top management is tripartite and no&erarchical, and b e s  of authority and 
respomiliity at this level are not dear. In pragmatic terms, there are no such hes. At t e c h i d  
leveIs, the 'matrixR system also lacks dear lines, with sector participants reporting orgmk&ionally 
to the sectoral manager but working in most oses under the technical direction of the TSC team 
leader. Again it must be pointed out that although this approach is potentially weak, it works at 
PROBED. 

THe same can be said with regard to accountability. It is vertical only within the sectors and within 
T S m U .  Moreover, the accomtabiIity within the sectors relates mare to the independence of the 



sectoral organkitions than to a d  operations. For example, while a sectord t e c h i d  staff mem- 
ber works on a M y  basis with Ohe TSC Team Leader and other sectord colleagues, his or her pw- 
formance is evaluated f o d y  by the Sector Director. Nevertheless, the system works at 
PXOBED. 

e The stmch;re and its assdated systems and procedures do facilitate work, as indicated by the 
project's achievements. However, work might be facilitated more eeGciently (see below) by a dil- 
ferent approach. 

Given the general absence of vertical hes, it is hard to judge whether authority and responsibility 
are well h t e d  since it is oilen unclear exactiy wheae they reside. However, &om a functional 
perspective, some task r-ent might make organizational sense. For example, &hod Ad- . . mwtmtion staff have a separate accounting system for detailed tracking of scbooI supplies expen- 
dihmes d spend a lot of time maintaining i t  T d e r  of some of the basic accountkg fundons 
to the accomting unit might make better use of overall staff h e .  

I, W& regard to redundancy, there may be some because, as indicated above, so many people are in- 
volved k~ d&ionmaking. One strategy to limit this pee& is to delegate r e q m z l ~ ~ i t y  
downward for drdhg a decision, and then to review tfiis decision efficiently at a higher level. As 
fur tasks left undone, the structure does armunt for all activities. However, too little attention has 
been paid in the past to cod5cation of basic procedures. This is now being remedied by the TSC 
Dirdor. 

It should be noted that, like most orgadations of this type, PROBED'S s t a f h g  is thin. Combined 
with the lack of d ~ c a ~ o n  in some areas, this means that the organization is adversely affected by 
staff tunrower. To miaimirrP. this effect, increased attention should be paid to in-house training (per- 
hags 44 hours per month), h t  within the units and then across units. This will promote alhe in- 
sticutiod memow acquired for smooth continuation of operations in h e  event of turnover. 

m The current strudxre does not promote efficiency, dthough it must be recognized that the project 
has exceeded its programmatic objectives in many respects. Greater efficienq- can be $aiaed from 
p a d d y  delegating downward, developing clearer scopes of work for each &member, and 
ch j f yhg  roles and resgonsiiities of each a r ~ o n .  Other strategies include reviewing and 
possiblyriz@pbg functional tasks, as suggested in tbe school administration accounting example 
presented above. 

The cuccent structure is apparently appro~riate to the norms of the Iocal participants and has met 
the initial organizational interests of the sectors. Under FONHEP, these interests will be 
realigned, and st.tuawal operations must be realigned accordingly. 

a The talents and appropriateness of each staff member could not be assessed during this brief 
evaluation, and documents available in the personnel files are incomplete. It does apgear, 
however9 that there axe more management assets within the organization than are currently being 
used, One example is the Adminintrative Assistant, who has an excellent background in general of- 
fice management and could carry out more responsl%ility for administrative operations. The new 
TSC Dwector is  aware of this poteotki and plans to make use of it. bother is the TSC 
warehowe/logistics supervisor, who has designed materials management systems from scratch and 
Itas innovative ideas about how to streadhe operations and increase accountabii in the fu~ure. 

5.4 Decisionmaking Process 

The deckiomdthg process, a cownslas-oriented approach, is defined and viable in the minds of 
those whrr use it, NoWy is exciuded from decisions that concern him or her. However, the consensus ap 
proach often means that some ~ o p l e  are involved in discwing issues that do not require their attention 
(e.g., a seetor director participating in determining how best to use the driver pool efficiently), call for ex- 
pertise they do not have (e.g, technical staff involved in de&g financial documentation requirements), or 
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do not take maximum advantage of their expertise (e.g., involving technical experts in general administra- 
tive ~~ instead of channeling their efforts towards technical questions). Most important, it consumes 
a tremendous amout of time. While a certain amount of work must be done "by comtnittee"in a complex 
project likt PROBED, other decisions - or at least the development of options for consideration - can be 
delegated downward or horizontally to one member of the senior management team. exampie, the posi- 
tions a d  ideas of tbe three senior managers on a given issue mdd be presented in a group meeting, as they 
are now. Then me of the managers codd be charged with drafting a solution for presentation first to the 
mawgemexit group and then to the advhry group. In addition to saving time, tlris would enhance the 
analytic and  on skib of participating st& 

-&tion: A gradual transition from the consemus orktatioa to a more vertical stn;cture 
is d&Mt arnd represents a more viable option for the future, It should be feasible now as a result 
of the trwt developed between the various partners in the past three years. 

5.5 Documentation and Use of Management Systems and Proced~res 

T&e documentation of management procedures prior to the arrival of the new TSC Director was incom- 
plete. The new Director is wrently revising and expandhg existing documents, and has submitted them to 
sector representatk on the PAC for review. The drafts show great improvement, The new procedures 
m a n d  covers personnel poE- and procedures, petty 4, vehicle we, procurement, document manage- 
ment, filing systems, security and key policies, equipment inventory and repair p d u r e s ,  office supply 
k t o r y ,  st* and distri%utior.i, work p1ann;lg and monitoM& travel and per diem regulations, and 
general accbmbg procedures A detailed accomtingihcial manual will also be developed for use by 
accounting staff. When all of these man& are final, PROBED'S management operations will be fully 
documented. 

WMe official documentation has not been up to par ia the past, two factors deserve attention. Fmt, 
the Project Coordinator has supplemented the manuals with numerous memos to the TSC Director con- 
cerning management operations. These memos were not fded all together and were not readily adable 
for review by the evaluator. According to staff reports, they were sometimes distributed by the Director to 
relevant sta£F, sometimes rewritten by the Director and then distributed, and sometimes communicated ver- 

bally. The pint  is that additional documentation besides the operations m a e d  did exist, and FSU 
responded well to the need for more detailed written procedures. Second, despite the la& of centralized, 
organized documeniation, key basic procedures were generally followed. For example, it appears that pur- 
chases were made correctly, and detailed leave records were maintained by the Administrative Assistant. 

5.6 Effectiveness of Basic Management Systems and Procedures 
A brief review was conducted of the following key management operations: 

budgeting 
P- 
pernunel 
a c ~ o m G o g / ~ c e  
office stocIrin& inventory, and supply 
field stocking, inventory, and supply 
equipment inventory and maintenace 
fling 
automation 



Generally speakin& the rudiments of most operations are in place, though they are not as well docu- 
mented as they should be. In the event of staff turnover, new employees wo3d have insuff~cient reference 
materials. Therefore, all operations &odd be carefully and M y  Also, there are some oppor- 
tunities for improvement that would fadtate operations. It is important to emphasize that, where system 
and operations are currently below par, staff arc aware of problems, committed to resol* them qrdckIy, 
and actively engaged in developing sensible approaches. 

The fo11mvhg findings merit atteation: 

The budget process involves (I) drafting of home ofice, TSC, and independent sector badgets by 
F S U A ' W ,  with the latter two based on input from TSC staff, (2) dra6;ting of Catholic and Protestant 
sector budgets by sector directors, using FSU categories a d  guidelines, (3) compilation and presentation 
of the total project budget by the Project Coordinator, (4) joint review and revision of the total budget by 
the Budget Committee, and (5) preparation of the revised budget by the Project Cmrdhtor. TI& last two 
steps are iterative, in that budget revisions are made as needed throughout the year in response to c h g h g  
requirements 

Although there were some implementation problems early on, ehis process now wurb well. Most im- 
portant, TSC and sector managers believe that it is fair. They do not camplain b u t  inadequate fund&, 
and state that when they request additional h d s  or reallocation of funds, these requests are granted when 
they are justihble. 

The Project Coordiaaor maintains copies of all drafts in a budget notebook. These documents are 
provided to T'SC and the sectors as we& atthough it is mdear exactly where they have been kept within 
TSC. For aampIe, the TSC accountant says he does not have a copy of the budget &owing a h e  item for 
major items purchased in the U.S. and supptied by FSU, so that he does not know when PROBED orders 
exceed the h e  item. In contrast, the sector diream say they have emeat sector budgets and are.able to 
manage their funds accordingly- Attention to document distribution can easily resolve the problems within 
TSC. Document management L now covered in the newly drafted rekion to the operations manual, 

Comprehensi~e annual work plans are developed collaboratively, integrating the phns of each sector 

aad unit, and the overall project plan is displayed in dl the relevant offices. Ln addition, detailed plans are 
developed for specific events, such as training. All plans are monitored. In summary, the planning process 
is effective. 

The Administrative Assistant has estabhhed an organized set of personnel files in a locked cabinet. 
There are separate sections for TSC and the sectors. Many of these fdes, even those of TSC staCE, Iack basic 
documentation, such as position descriptions, resumes, and performance evaluation Forms, although the Ad- 
xnhishtive Assistant has requested them. Given the explicit requirements in the new draft p r d u f e s  
manual and the commitment of the TSC Director to mmpIeting the fdes, these problems can be r d e d  
easily, OPganization of staff under the FONI-lEP umbrella will further facilitate this process. 

Leave records, tinis sheets, salary payment receipts, and other personnel admhhration documents me 
well organized and managed. For TSC and top mauagement positions, recruitment procedures have been 
followed. However, one of the sector directors indicated that, in the event a pi t ion becomes adabIe in 



the sector, candidates wodd be selected ftom resumes already on file at the sector orgaakation, without 
further advertisement. 

Aftex eariy problems experienced by most AID-funded projects wi& regard to backup documentation 
a ~ d  adaptation to rep* formats, these operations are relatively smooth, TSC and sector accountants 
are ale to track and record expenditures mrrectIy and provide regth ash flow summaria to TSC and 
secFor managers. The TSC accountant is currently preparing for the witch to FONHEP grantee status and 
has begun bakhg -or aEcomtmts in new procedures required. 

At present, the TSC accuuutant maintains a manual ledger in addition to a computerized recording sys- 
tem because d "bugs" in the latter (see "Automation* blow). This is inefficient, and the computer program 
should be corrected as soon as possible. However, additional prograamiq may be required to meet the 
grantee recording requirexnents of FONHW, as the current system manages on a cash tather than accrual 
basis. 

0Bc.e Stocking, Inventory, and Supply 

These operatiom are managed by the Administrative Assistant. Major items are ordered through FSU 
about every six months using a standard requisition form, and smaller items are purchased locally- Receipt 
of materials is checked a & s t  orders aad appropriately recorded 

There have been few instances of stock out- but when they haw occurre4 it has been neceaaq to 
purchase some items locally at a higher price. The Administrative Assistant proposes to &tall a cardexsys- 
tern to record and track inventory so that reorders are timely. This k i d  of a system should avoid outages in 
the future. 

Field Stockhg, Lnventoq, and Supply 

The school athhktration unit has developed procedures to docment the needs of each participating 
school (as well as monitors), compare requests with schools budgets, and ensure that school personnel corn- 

pkte &e forms correctly- This is a very t i m e - c o n s e  process, but it works- 'The major problem is that 
the computer system &at should compile the orders apparently does not work well (see "Automation" 
below]. This is a serious problem that needs to be M y  investigated and solved quickly. 

With regard tc getting materials to the field, the combined eEorts of school administration and 
warehouse/l+cs personnel have resulted in progressively greater controls a d  more efficient receipt and 
distribution systems. The warehouse operation is secure and well-controlled. Tbere have been virtually no 
losses, and few incorrect shipments. The use of PROBED vehicles and drivers will make the distribution 
process easier to manage. Fume p h  call for using the computer-generated order form to track receipts 
as well. This will s impq the jobs of both monitors and school administrators. 

Equipment Paventoiy and Maintenance 

The inventory 'rs complete, and &temce is secured as needed I may be advisable in the future to 
develop reguiar maintenance contracts on major equipment (e.g., a& conditioners, computers, typeWr;ters), 
if this is cost-effective l d y ,  and to establish regular maintenance regimens for the vehicles. The latter is 
currently under investigation by the warehouseflogistics supemisor. 



The Exeauke Secretary maintains orderly centralized files, alphabetically by subjet% Simifar mes arc . . 
mamhmd by the sector directors. The prior TSC Director also maintained his own set of aes. Apparent- 
ly some documents with broad project application (such as memos from the Project Coordinator about 
operating systems aad procedures) were stored in this file, without copies to the centrai file. Other key 
documents, such as subcuntnct agreements, exist only in sector flies, Thus, the central file is incomplete, 
despite the efforts of the Executive Secretary to collect ad organize critical project i n f o ~ o r ~  Tfie new 
draft procedures manual proposes an excellent 501ution to these problems, d the new TSC Director is cut- 
re* reviewing and re1ocathg materials in the old Director's &. 

Automatian 

As indicated above, two key systems do not work well. One is the accounting system, which apparently 
cannot comedy record petty cash transactions or the apportionment of a single check to two expense 
categories (e.g., writing a check for $800 to a consuitant and recording that $600 was for fee and $2.00 for 
trawl expenses). The second is the ordering system, a DBase application designed for the sch~ol ad- 
midstratioit unit. The source of the problem is uncIear, but system breakdowns for two c o d v e  years 
have created mi& situations. Both d these systems should be reviewed and corrected ixruadhtely. 

The school administration unit also proposes to Iink the ordering system to its own acc~untbg system 
through Enable or a .oiRliint application. The concept is a good one. However, this move should be 
deferred until (1) the ordering system is fully operational, and (2) a decision is d e  about e d y  where 
the basic accuunt;.9 function will reside in the future. 

Recommendation: EBorts to improve and document management systems aad procedures should 
continue. 

5.7 Compliance With AID Management Procedures and Regplations 
As indicated b e ,  there were some early problem witla compliance, such as provi* 6 c i e n t  back- 

up expense data, but these. have been mkd. PROBED provides FSU regularIy with full accounting 
reports, and the process is now satisfactory. Other major systems, such as procurement, hiring, travel, and 
mate& management are a h  consistent with AID standards. Project staff are aware of compliance is- 
sues, constantly developing ways to tighten systems and procedures, and pitying increased attention to 
documenting internal procedures. There are no serious outstanding compliance issues, which speaks well 
for the introduction of FGNHEP as an independent grantee. 

5.8 Reporting 
The subcontracts require quarterly reports from the sector organizations to FSU- The Project Coor- 

dinator has provided a report format, with beadings, and these reports are generally timely. In addition, the 
ascounting unit sub& monthly expenditure reports to FSU, hcluchg sector expenses, and reports direct- 
ly to USAID on the use of P L 4  funds. mere are no sipXcant problems in the reporting area 

5.9 ManagementJOperational Plans for Transfer to FONHEP 

A great deal of thought has gone into the &sign of FONMEP and plans for transfer. As indicated 
a b ~ e ,  a number of matters need W e r  cl&ication, such as the precise roIe and responsibilities of FSU 
6s-bvk Foundation staff and the roles, responsibilities, and relationships of st& members. It is essential 



tbat these issues be resolved and documented as soon as possible. For example, as grant manager, does 
FSU determine how funds are going to be spent (given its respsmiity for fulfilling its own c o n t r a d  
o b ~ o m ) ,  or does it offer advice on the consistency of spending plans with A?D regulations? As another 
example, precisely what is the "advisory" role of TSC members? At the moment, three are t e c h i d  team 

leaders, working c ~ ~ r ~ l y  with, but also providing direction to, i d  staff. 
h addition, systems and procedures should be reviewed to assess their appropriateness to the new 

structure and d e  any revisions that may be necessary. For example, if FEPH and CEEC staff are 
"secondedw to the Foundation, then there is the question of who evaluates their job performance. In similar 
cases iuvohiag seconding (such as Partners for International Education and Training, an AID-funded joint 
venture), performance evaluation k conducted by the job (Foundation) supemisor rather than the organiza- 
tional (sector organization) supemisor. 

The excellent spirit of cokbaration and cooperatiotl that characterizes PROBED should be carried 
over to FONHEP. However, the new orgarkcation as well as the realignment of responsl't,Ues to the 
donor requires new modes of operation Tnese modes must be carefdy thought out and documented so 
that all partidpats understand exactly what the chain of command is and how it is supposed. to work 

hmmendatiom Continuing atrention should be paid to developing a detailed, accurate or- 
-am and to specidyiag in writing explicit roles, responsibiities, authorities, and tasks of each 
individual and organization iuvdved in FONHEP. 



6.  CONTEXTUAL AND CROSSCUTTING ISSUES 

The s l l s t a k a k i i  issue can be addressed in two ways 

(1) are project activities sustainable solely with focal resources after termination of a speciitiic project? 
(2) are project objectives redistic and caa they be reached after projest termination? 

The first question is more appropriate for projects aiming at altering the resource base, promoting 
agricultural m o d e o n  a d  the like. For PROBED, the answer is no. The second question can be 
answered dhmtiveIy .  

Sustainability of PROBED activities in the short-term can be considered neazly certain. Barring potiti- 
cal upheaval and change so general as to be inconceivable at this the ,  PROBED, FBNhfES, CEEC, and 
FEPH wil l  not d y  be abk to exist but eveo to expand their activities over the nerd three years. The h c -  
ing is either iEl place or v k h d y  assured to bs: forthcoming and there are no liab'hik fPom the past which 
a d d  have a truly destructive eff- in in b e .  

f ROBED'S Ewnan resources have &a proved wnsideraMy resilient and adziptable. For example, the 
Project Atiddstrative Comd oversaw the irrmqxxati~sr ~f WQ se@or zwwiations, and the Foun&tion 
participated in workplan and budget &veilopments and helped the iwxinrtiod development plans. 
Such a Comd will not be easily shaken by the kind d adversity which is dmixaately part d everyday 
reality in Haiti. 

Long-term &auciaI sustainability is an, entirely mattes, PROBED activities-even excluding 
&e TA part - are far tw, expensive for Haitian d w l  systems to i%azsce. Even at the s c h d  level, the recur- 
rent mts of prrrjed lavoIvcfinen& ssad conhuatioa of pmjec% poiides are fa= geaer &an what eithcr 
3zrent.s or s&mI systems would be, abk to finme out of Id mn~zihuticmc,, Mu& of Raitlan primary 
edui'-Jon, and espxially its hg~ovg:m%st, will in &e fcwwxa'BBs k@re have tu be 5 i d  by foreign 
wmxa, k it by &afi%ks, bilateral aid, multilatewi 
abra&. 

To give just 0% example, all recent m@sk has shown that h h g  hpsroversants h ;he education& sec- 

tor canad Ix a - d  without lasting hprovemtnts k &e status OF teachers. Teachers' salaries done 
shodd presently be raked-conditional upon training and -aerfommce - to at least $200 (an averqc) if 
the grime sector wants to both retain its better teachas and make M-time tesckiq a real option for tke . . 
others. 'TI&$ wodd mean a d  monthly payreg of $4.4 million (or $3 &on more than the c m &  S- 

*hated pyoU of the 22,M private sector teachers): no more rhai a quarter of which wa!d be b c e d  by 
xhmI fees 2~ their current levels. Wketker or sot &c MEN will e.ventrra:1y pat a part or dl of these 
teachers on its payroll is irrelevant; either the MEN, the Ckaches, FOMEP, or someone eke will have to 

k c p ,  &S Shod& from m w r a  
5% css &-m conclude that J&o@ PROBED activities are indeed s~ak&I=,  they are n d  seE-s-s- 

tainab1c is he  sease, of reGiance s p n  IocaI sources of local funds. Given Haitian politid realities, 
long-term dependency a w n  outside fhancli  k unavoidable if lasting impm\r'ements in bask tducah are 
to be acbievd 



6 6  Social and Political Environment 

Political instability is likely to pen& in Haiti for several. years to come. This might make We for project 
staff and participants more but it will not threaten the project as such. PROBED has more than 
just s u m b d  under very di£Ecult conditions, and wiH continue to do so. 

One dpnificant change to be monitored a t fu l ly  is the apparent vdhgness of the MEN and the World 
Bank to 3ndude the private &or in the fdkh and subsequent education ioans. This might mnceivabl J ex- 
pose the project to the kind of pressures and complacent tolerance of inefficiency which critics have 
fkequently associated with tbe public sector and its foreign benefactors. It wil l  be one of the great M e n g e s  
for FONHEP to pull in resources under these conditions without having to pay the price many will be ex- 
pectiag from it. 

6 3  Community and Democratic Development 
The AID Mission Strategy Paper considen democratic develapment basically a Haitian respoasliIlity. 

We believe, however, that PROBED ha3 assisted in many ways a democratic transition which can be ob- 
served ia c k w m s  and local commEmities. 

There is a change in teacher and student behavior. Teachers manage classes differendy; they help 
chddren b spe* think, and refled. Authority roles are thane teachers go on strike- Peopb traveling 
through c o m m d e s  seem to expepitnee a slow movement horn the culture of silence and repression to 
the hkrty of asochh11 and free expression. Groups and ammittees are f~rming associations, not only the 
parent committees promoted by F'ROBW. Tine h e r ,  whwe they dst, assembie at s c h k  to discnss with 
teachers and directors alike the issues  con^^ their chiIdren9's educittion, as well as the parental obliga- 
tion to help children learn, and to feed and -ae  for them. 

At the primary and preprimary class level and where there is physical space, the teacher work with 

children in groups or as a cIass. Communication is reciprocal. We are told that teacher training is essential 
for presenting preprirnaty gains in learning as children advane througk the next ctass levels. Clearly, for 
those who have spoken with and listened to same Haitians, there have been moves toward a democratic 
t r d o z z  The "hidden aenda image" people once had of PROBED bas apparently given way to more 
trust. Some of Haiti's disenfranchised masses are slowly gaining trust - and a voice - and PROBED plays a 

small but s i g d ~ c a n t  role in this process. 

6.4 Development Issues 
According to the project paper, national economic developaent is the ultimate objective of rlU educa- 

tional development efforts. Since the project concentrates its activities on the schools of the poor, we can 
assume that the "economic development" hoped for will be one which is shared by all social classes. This 
hhgs up some questions for which there may be. no good answers at this tine but which are worth consider- 
ing anyway. The first two of these questions concern problems of social stratification familiar to any student 
of Haitian society. 

- By upgrading teacher incomes, the project leaves schools with increased operational budgets and 
thus the need to -ease fees once project suppod has stopped S i n e  the project supports the 
schools of the disadvantaged, k is precisely the lowest stratum of H a i h  society which might thus 
have ta pay mre for education. Is this not a form of regressive taxatioo? Should foreign aid 
promote it? 



- PROBED'S sekcrion of schools by necessity excludes the worst, i-e., those where parats do not 
get any academic results despite paying fees amounting to a large proportion of their disposab1e in- 
comes (as the Sect~r Assessment of 1987 documented most convincingly). PROBED d o o k  ate 
one notch above such dcdes Mette, Wd PROBED'S effect be to increase the distance separating 
the mrst schools from the others? Wa this marginalize the clientele of the worst schools even 
=am, M m k i q  its chances for upward mobility of even the intergenerational type? 

One answer to this lrind of question woutd be that the determinants of s o d  stratification are so power- 
ful that one smail project amid h a p  to change them. In or&r to be successful a project will have to 
"accept social reality" and try to do the best within it. This may well be me but notice the d e  shift in 
focas Mead a€ inWd advancement leading to socioeconomic development the focus here is on 
projed success. Who needs projects if hey don't result in tangible benefits for the target population or 
worse, if t h y  worsen the plight of the p r ?  

bothL - wint frequently raised by professionals connected with UNESCO, the World Bank azd 
bilateral aid agt. -ies is the foiIowiqg 

- By bekg hvohed in & d u r n  and materials development, teacher training, testing, school con- 
stru4011 and all those other activities currently neglected by the Ministry of Eduwtion, will 
PROBED help to undmmhe and frustrate wen f m e r  the progressive demeats of legitimate 
govcrumu1&4 institations, precluding any clratace of ever leading the country out of the current in- 
stitutiod morass? 

Again there is no easy answer. Even the most critical observer of the Haitian state will agree that at 
least one day there ought to be government agencies rendering services in an efficient and cost-effective 
manner. But how to get there? PROBED'S detractors maintain that the project diverts resowces which 
would be better spent by nurturing the fragile growth of incipient decency in the Ministry. Xn the project's 
defense, oms can say that to set a g d  example will be more effective than to waste money where the ab- 

sorprive capacity is weak This orbserver happens to favor the latter position but is forced to admit hat this 
is mt a b p b  bkCk~-wh&e problem. 

PUdy, there is the issue d the rapid growth of a "parasitic* city- a primary city growing at the expense 
of an ha- e m p o d e d  hinterland 

- Most of PROBED'S operational budget is spent in Port-au-Prince or on comn&ties routed 
through Port-au-Prince. (The project's rule about having at least 9% of its resources go to schools 
does not alter this.) How much more employment does this urban bias create in the capital city? 
How much more rural-urban migration will be caused by millions of dollars injected into the 
economy of the capital city? Is it desirable to increase the primacy of Port-au-Prince and hence its 
power  ti^ extra& scarce resources from a disadvantaged hinterland? 

This problem dkxts, of course, aII development projects to some extent. Once the Jeeps and profes- 
s i o d  salaries, &e gasoline anr? the Coca Colas, ahs: cement mu the nails, the radio batteries and tbe 
cooking oil, the pants and the blouses, the soap and the biqcies and the machetes and the pen& and the 
paint are ail added up, very fittie in the consumption made possible by foreign donor largesse does not in 
some way fuel &e urban economy. Is this a n m  concomitant of deveiopmeat? Is it unavoidable, wen- 
&& or --en desk&? E c u n ~ d  mi&t be able to prove t& thesis right or wrong. I would expect that 
every d i o n  dollars spent in Haiti on a Haitian deveIctpment project will add, dter afmnnting for imports, 
h u t  $78Q9NXl to the Port-au-Prince economy and fmanee the rural-urban migration of several hundred of 
the U),OOQ sew migrants received mual ly  by the capita!. city. 





7. LINKS WITH MISSION STRATEGY 

Based upon the Haiti Action Plan Review (May 19881, the USAIDBaiti strategic objective is keyed on 
four core areas: (1) a d  SwmivaUPopdation; (2) Agricdbe/pljatwd Resswces; (3) Private Sector Job 
Creation; aad (4) Basic Education. 

The main vroblems to be addressed are low standards of living for most HaitZarns and Iow quality of 
standards of basic prirnaxy education. USAD'S overall program strategy promotes 

e assistance directly benefiting the people, ie, through PVOs and NGOs; 

e human resources development activities, including women in development; 

e development of the private sector, i-e., employment tbrough private sector go*, 

&gnXcant policy dialogue on a wide raage of issues, i-e., GOH commitment to deveIopment, a 
more attractive h~estment c h t e  and higher foreign assistance feveb; 

a targets of opportunity in democracy; 

e s u s t ~ I l i . t y  and cost-effectiveness of projects in the near and long-term. 

The mission's human resources development activities, of which PROBED represents a major part, 
complement and support its overall development strategy. In facf PROBED-does more than that. Assist- 
ing Haiti in developing its human resources potential and strengthening its private institutional capacities, it 
has indirectly benefited the public sector, an effect not in line with oEcial strategy at the present time. AH) 
is, however, invoIvd in contingency plambg for public sector assistance and possi'b1e phased resumption 
of aid to the GOH, and PROBED functions as one of tbe channels through which cornmurPication can flow 
in either dirdoa. 

Given the Kxuited absorptive and implementation capacity of the MEN, PROBED, through emphk-  
k g  institution-buildkg has adua.Uy provided the MEN with access to the private sector at a level unheard 
of before. The project has served as a catalyst for GOHmorld Bank teacher subsidies and fdfdled hlEN 
supemision and guidaace fundons through its own performance contracting system. 

Moreover, wide AID development strategy favors project-level act%ties, most ohen managed by 

foreign experts, PROBED supports the growth of indigenous organizations. It devotes most of its efforts 
and a large &are of its budgets to training and school support services at the grass roots levels, thus directly 
benefiting people and emphsiiting private sector training and growth. 

SimZluly, PROBED has created well-paid equal opportunity jobs and its ezqhyment policy is to favor 
indigenous over expatriate staff. PROBED thus promates Haitian management capacities, while other 
development projects frequently rely much more heavily ups foreign experts to manage foreign develop- 
ment assistance. For the h e  beiag, most of these jobs arc located in Port-au-Prince. However, with the 
decentraijzation of sectoral offices to various regions, there is some prospect that some of these jobs will be 
moved to provincial cities, thus counteractkg the ever-present dangers of urban dominance- 

In regard to poiicy dialogue, diMicuIt to pursue in the midsts of poWcal turrnoit, the existence of 
GtHolic and Protestant education institutions has protected the Mission's project from negative political 
fallout from the US. aid cutoff. Indeed, possiile poiitid complications stemming from a free-standing 
private sector education project have been averted thus far by the uninterrupted, informal dialogue on 
policy issues of common concern between representatives of the CEEC and FEPH, and the h4EN- 



However, even though privatelpublic sector relations have never been better, according to the MIEN, 
the private sector has not yet been able to assure its active participation in policy and technical level discus- 
sions in the preparation of the F a  Education Project, to be f m c e d  by the World B d  Although here 

are representatives of the private education sector in the National Commission for the Preparation of 
Education Projed V, the GOHlMEN apparently lacks the potitic.1 wiII and administrative strength to 
decide what fonn this private-public sector relationship might take.. 

Another item high w the USA;;D -on strategy is the promotion of "opportunity in democracy." 
PROBED is not in any way wncerned with paWcal issues as such, but is indirectly making a contribution 
outlined in the previous chapter. Besides, if organizational poverty was a critical element mikg  the pre- 
vious dictatorship survive, then bddhg rap indigenous organizations is in itself a factor preventing its 
recurrence. 

Promoting basic literacy, local autonomy, and plwaktic ktitutions is to establish the foundations of 
demofacy. Only time will tell how much of a contribution PROBED has been able to mdie in this respd. 

But giving a voice to the dent  masses is cnIy one aspect of democracy and only part oh rhe stated objec- 
tive of USAID Mission strategy. A necessary compliment is to be forrnd iii the emphasis upon appropriate 
indigenous dwelopment. The tempta#ion is always there to "go high-ter i " and "sohn problems in a rapid, 
competent and "e$Picientw manner, and PROBED has not always resis p 5  aat temptation. The project 
paper reflected dreams of educational radio, the schooj services section has k e n  trucking cement blocks 
from Port-au-Prince to Das PaIais, and the evaluation section has papers talking of statistical procedures 
even the high-powered consultants cannot agree upon. AII these are examples of "jumpmping the gun," of tech- 
noIopical shortcuts open to the elite, which are ridiculous in the best of cases but have the ptential of 
harming social and democratic progress. b ~ d d y ,  most of PROBED'S efforts are not at all of this kind 
Quite to the contrary, the diversScation, d e c e n k h o n ,  and collective leadership promoted by the 
project are the best protection against the arrogance of l d y  inappropriate "efficiency." 



8. CONCLUSIONS AND RECOMMENDATIONS 

PROBED is in many ways an e x d e n t  project. Its underlying assumptions and basic tatiode have 
turned out to be correct Among the projed's greatest qualities we find an ability to d e k d  poteatid con- 
flict, overcome internal diffidties a ~ d  start producing tangible results at an impressive pace. 

The project has reached an important crossroads with the emergence of three indigextm b&utions 
. * ready to accept major h c i a l  and admmstrative respnsib'Uies. But while this is in itself a ~ G U U  

achievement, prospects are not at d certah- e s p e d y  for the umbrella organization FONHEP. The fol- 
lowing will be detemhmts of FONHEP's potential for success. 

1. A elear deheation of intend roles and functions. 

2. Waving all systems, procedures, and staff in place before operations begin. 

3. Operating on a level cornpatile with the CEEC and FEfH as well as a representative of the lay sec- 
tor. 

4. Avoidance of undue delays in providing services or irt receiving its o m  donor fundhg 

5, Putting in place a system allowing a continuous monitoring of performance, impact and c o d o ~  
with the umbrella's objectives. 

(For an ehborate discussion of some such points see Che* 1988.) 

Most of the recommendations in the following sections concern PROBED, not the Foundatioa But 
they should also be understood as attempts to increase the probability of the aascent 1Foundatio1~'s being 
s u d  

8.1 Institutional Development 

Institutional ckwiopment has been more successful md has received more analytical attention than any 
of the other components of PROBED. Three major organizations have been established and their struc- 

hues defined. We have fomd them already to be surpris'ingly strong, penetrating the Haitian social 
structure to an increashg extent and showing the promise of influencing, if not represemfhg, better than 
half of Haiti's +-ate primary d o o t .  

Successful as they are, &these organizations need to be reinforced at this interim stage of project im- 
p1ementaticm Roles, functions and relationships relevant ta reaching project objectives need to be c M e d  
in view of the tramition to FONHEP. Much of this work is part of advance planning and has hen  incl-uded 
in two recent inzhtional development reports (Fass, 1988, April; Stafford and Desroches, 1988, July). 
However, some of this work cannot r d y  be achieved ahead of time and some of the new relationships d 
have to emerge as the three organizations grow in volume, scope, personnel, fundin& and visibility. 

It wad be assumed that all PROBED personnel currently have levels of training adequate for assum- 
ing their new hctious. -4 formal assessment aftraining needs wilI rapidly become a necessity. Some 
training prwams have heady been scheduled for Year 4 in response to tbis need but more will be d e d  
for to satis@ the second portion ef the following recommendation and make the project less vulnerable, 
especially to temporary changes in prsonnek 

Recommendation I: Continue to asses the training needs of PROBED, CEEC, FEPH, and FON- 
IEP f o d y  and periodically. Budgetary allocations should be sufficient to train all personnel to 
3e able to act as subtiPttes in key functions in time of need. 



PROBED bas so far been able to count o~i  a high level of motivation among the key staf f  members. 
This has protected the organization from potentidy negative effects of dilhecf auth~rity structures, un- 

even qualifications, and work roles which were not always clearly defined As the organization grows older 
and more complex, a full-blown iestitutiotd capacity analysis appears desk.a'oIe. Policies, roles, work or- 
ganization, the use of resources and, interinsGtlztional relatiomhips should all be defined with utmost darity . . if argmkatiod efficiency is to be munrmzed. Suck a review should be achieved in a series of meetings 
among all staff involved PROBED has a d y  recognized the need for such review and reflection, and the 
PAC appears to undertake it regularly. Yet there are no formal, written records of this, and if there were 
p4zxsmne1 changq the newcomers would find it dBicult to sort out the Iimits of roles and respollsl'bilitia 

Institutional capacity analysis and training needs asesment are exercises in self-analysis of an or- 
ganization. They should continue to be conducted in a practical manner - although somewhat more 
formally- and ideally should be enjoyable events for eve rpe  involved. It will be impossible to reach ef- 
ficiency go& and innprove the mode of operation without at the same h e  maintaining and increasing 
levels of individual motivation. In this latter respect the recommendation, therefore, aims at making the 
project stronger precisely in an area where it is already sttong, but will be challenged by the transition lying 
ahead. 

Recommendation 2: Ongoing examination of the fundions of individuats and units should be con- 
tinued in a more fommked manner, as an institutional capacity analysis. At this o r ~ t i o n a i  
crossroads, such a collective enterprise will help to redefine roles and relationships and modiEy in- 
stitutional capacity where needed. 

In one resped the institutional devebpment efforts of PROBED have not yet met with success. Com- 
pared to the church sectors, lay sector schools have not been well According to 1989 estimates by a 
World Bank team, over 2.,3QO (37.8%) of Haiti's schools belong to the lay sector, 116 fall into categories of 
&cute commuptale, and 493 are Lcdes communmrtaires. So far there have been no systematic attempts to 
document the specific needs of these schools, their social and geographic concentrations, their enroknts 
and their ddg&g attempts to organize themseh. Given the magdude of the problem it is under- 
standable t h i s  PROBED has limited its orgabtioaal efforts almost exclusively to the religious sectors. 
However, it is high t h e  now to p r d  to an in-depth analysis of the needs, potential, and organizational 
options of the "independent" seaor. Not only is PROBED obliged, by the spirit if perhaps not the letter of 
the project paper, to work with the independent sector schools, a moral argument can be made just as well: 
If PROBED won't heIp these schools, who wilI? 

Recommendation 3: The project should allocate the necessary resources to facilitate in-depth work 
on the independent sector, initially focusing on (1) estimation of its size, characteristics, needs and 
potentid, (2) an inventory and d y s i s  of organizations already representing parts of this sedor, 
(3) organkatiioas already serving the needs of independent schools, and (4) the elaboration of a 
policy aimed at bringing a credible independent seaor representative as a full-fledged member 
into F O r n P .  

82 School Service Delivery 

PROBED is on target in terms of the quantity of school services delivered. While the project is not ex- 
pected to reach the 30 schook originrally planned for, the average school size turns out to be Iarger than 
expected and the amber of students benefiting will surpass the expectations (60,000) of the project paper. 
Ody one of the items o-ally offered to school directors has had to be dropped (the small, income- 
generating projects). This decision was well-prepared and made at the appropriate Ievef. 



Based on our con- with PROBED staff, teachers, directors and school~~z~sables ,  we wodd 
judge the q d i @  of dm01 services as good. However, a valid assessment of the q d t y  of services would 
have to be much more detailed and would require more time. One of the critical items on the senrice menu 
is the snmmer trabhg session. The quality of this session is clearly improving, judging from a amparison of 
projed reports, test resalts and progress in staffing of the evaluation and curaicdum sections. The corn- 
p u t d  - systems installation is still sametkbg of a weak spot but this problem is m e d y  
be'= addressed. There is not yet a truly integrated system in place for orderin& keeping stock, and prod- 
iag the dab - for the R&D d o n .  There is also not enough depth in &ailkg and staff skills to 
make e W  use of the present twc~system setup (LOTUS and DBase). As a consequence, quality im- 
provements in senice delivery are diEcult to document and even more difflcutt to measure. 

Remumendation 4: The project should acceferate the installation of a simple but integrated com- 
puterized management system providing for data input and analysis in a user-friendly way. Three 
rnore staff &odd be trained to have computer skills at least comparable to those of the school ser- 
vices SectioZL 

The apprapciatemrtss of the school service delivery model in the Haitian context is beyond any doubt. It 
dows for much a e d v e  fIex&Gty md a rapid adaptation to varying local needs bemuse tfie cuntract 
avoids a ~~ package of services. PROBED'S moaitorbg system, both in terms of human resow- . . 
ces and a&mstwk procedures, appears vastly superior to what can be observed in the public sector. 
Nevertheless, the project is not yet very strong in evaluating the appropriateness of item-choices made by 
directors and in taking corrective action where necessary. The effectiveness of the services has not yet been 
systematically measured and will r e d  unluaowa for some t h e  to come. There are some indications that 
some beneficiaries consider the projea as a very conventional resource. (Foreign donors give away goods 
for £ree and respond to pressures for rnore free goods.) On h e  other hand, there are also signs that 
decentrakahn, incipient CO-w control informal controls through church structures, and the perfor- 
mance contract, all have a beneficial influence upon effectiveness. We havz not found in this project any 
sign of the waste and irresponsity unfortunately typical of so m y  developmem projects. 

Bespike effective stmice delivery, the intended impact of PROBED'S help to schools can be under- 
mined by d b 1 e s  currently beyond project control. The evaluation has identified one such d l e -  the 
den& d students in c ~ o o m s  - but there may be others playing a similarly nefarious role. There are also 
signs tbat the follow-through by monitoring staff concerntng the use of furniture, books, and other supplies 
could be improy& among other things by increasing the monitors' pedagogical competence. 

Rerammendation 5: Impose and contfoI limits on student density, class she, and maybe other vari- 
abies poteatially critical to pedagogical success. Accelerate corrective actions based on monitors' 
reports. 

Since the p e r i m c e  contract is the heart of the relationship between the project and benefi- 
do04 wmplbme with the contract must be taken very seriously. This applies to both w n t r a d  
partners. PROBED has been perceived as responsible for some delays, Eor inappropriate hdl ing  of the 
performance incentive grants, and For defaultiqg on some of its obligations fin the sense of unilaterally 
dmqghg some of "the promise" included in early version of the contract). S c h d  have been known to lack 
compfiance with contract items yet have escaped sanctioning. While on the w h ~ l e  the use of the perfor- 
mance contract has been a success, and procedures for carrying out contractual obligations have been 
isnproved, it will be important in the future to adhere to every letter of the cantract quite scrupuiously- 
Amendments, renegotiations and budget rollbacks must be avoided. This takes on a particular importance 
now since the credibility of the new organizational structure, both in the eyes of the beneficiaries and of the 



donor orgaahtion, will depend very much on preserving aa image af honesty and efficiency. The perfor- 
mance contract has the potential of providing such an image and of maintaining ciedib'ility on all sides, 
provided its form and cuntent are ewiy comprehensible and cdturdy appropriate. 

Reconnmwrdation 6: The praject should adhere scrupulously to the letter of p e r f o r ~ ~ ~ c e  con- 
tracts, avoiding any semblance of ch-= imposed by central authorities. 

8 3  Research and Development 
The project has adopted a reswtFtB sequence apparently ;at. odds with what was proposed in the 

projzct papr. Data collection and project implementation were pushed ahead without h t  analyzing the 
experience of other oqgmkdoi~~ working in educational innovation and m o d e d o n .  Inventories have 
not been assembled of tither Haitian or international experience, and project staff do not appear universal- 

ly convinced of the importance of analyzing other peoples' successes and failures before pushing ahead the 
implementation of one's own project. The political imperative of putting organizationat structures and 
school services on the map as soon as possible may explain some of this. But besides the TA personnel, we 
have found little awareness of h e  dramatic possibilities in policy-oriented, comparative and applied re- 
search to improve project design, procedures and staff motivation 

The quality mad usefulness of research currently under way is generally good and now growing rapidly 
even tho=& the volume of analysis is not yet large enough by far. The fact that the padic sector R&D com- 
ponent bas failen by the wayside should be ioterpreted as a psitive development, but it has also resulted in 
reducing the r w e d  volume of ressuces allocated to research. l%e most intense - and lavishly funded- re- 
search effort at the project is PEP; this research is well des'ied and will prove to be useful in the d- of 
a much enlarged preschool component. The modd character of this research should be made evident to dl 
PROBED staff as well as to other projects. 

Recommendation 7: Schedule i n f o d o n  se* on the PEP research for both PROBED and 
other orgmhtiom. Make sure that feedback can be integrated into the design of future preschool 
a&es. 

R&D at PROBED could now be pickkg tap volume and significance, Some human resources and infor- 
mation s i e m  are ia glace or currently being put into place. However, there is a need to d e k e  the focus 
of R&D more clearly and to generally increase the level, quantity and thoroughness of analytical work being 
done. Tbis is the time to constitute a real research agenda, induding priority questions to be -red as 

well as the me~odologies and means needed to h d  answers. The project will greatly proFi from sibject5ng 
its own procedures and impact to continued critical analysis. 

Recommendation 8: The project should defme a clear research focus and objectives, use existing 
data more widely, amplify routine data collection, coordinate analyticdl work and d e  the most of 
exist i  qdtative data, 

R&D must be given a fwm place in an orgakatioa's hierarchy if it is to produce significant results. 
Practically speaking this means personnel, ofices, equipment and a place on the organhition's administra- 
tive. charts and budgets. It can hardly surprise the observer to find PROBED wanting on the research side 
since for a l ~ n g  time there simply has not been any strong advocate of policy-oriented research on the per- 
manent staff. Even the evaluation section cannot Wid such a role completely since it is too m ~ c h  
preocmpied with its immediate functions of testing, helping out in the monitoring and training activities 
md &e Iike. 



There are basically two options for organizing a strong applied research component. The first one 
would be to =a up a real research office with al l  that is implied (perso~e!, machines and high-powered 
technical &stance incIuding permanent expatriate stafi). This model has been tried at IPN/UNESCO md 
has not been very s d  in prod- significant results at the time when they are needed. An arcane 
and isolated research division ten& to remain true to itself. It also tends to be very expensive. 

The second option- the one to be strengthened at PROBED - is to structim appbed research as an 
integral part of regular project activities. This needs no more than one or two part-time researchers 
(mayktecHniwl a s s h u e )  who make sure thaO concise research objectives are defined in ckcussi011~ with 
all key st@ that tbe specific data are actually assembled and amhble in usable form, that d y -  is car- 
ried out on time and, that rmdts are fed back into the operational activities by means of dkussbns, 
reports, and workshops. All of tbis has been done to same extent since Year 3 aad some of it can be ex- 
pected to p d u c e  concrete results soon. This model pduces policy-oriented research in cunsbnt 

exchange with regular project activities. The size of such an operation sbodd ideally be proportional to the 
scope of profed activities and the volume of budgets and personnel involved in these activities. 

Recommendation 9: Resources should be allocated to wntiuue and accelerate policy-oriestd re- 
search as a part of re* project activities. In order to assure the necessary volume, sigraili-6e 
and continuity of the R&D effort, one person or section should be made spec8caliy responsible 
for it and the R&D m m ~ n e n t  should have a s+c place on the organizational chart and the 
budget 

8.4 Coordination With Other Donors 
PROBED has so far been limited to a w e  donor and consequently has enjoyed only limited 

autonomy. This Thistion is b o d  tc change as FONHEP takes over many of PROBED'S responsliities. 
As for the founding members of FONHEP, CEEC, a d  FEPH, they will no doubt soon have diverfid 
funding. Their c~mthzmt churches have operated on multiple hdiag  sources for decades. Such diver- 
sZcati011 is legihe, even necessary, but it is not entirely without problems. Donor organirations operate 
according to their m agendas m d  interests. Their previous expetien~s, ideologies and prxedms, will 
not always coincide with FOMEP's. Mast importantly, there auld be such an asymmetry of size - espe- 
cially in the case of multilateral donor organizations - that FONHEP might well drown in a sea of 

regulations, ptocdural requirements, visiting administrators and experts and other iniceties inevitably at- 
tached to a major transfer of bds. Moreover, if the principal ~volvement of such donors is with the public 
sector, any co-financing of FONHEP's base budget might create intolerable amounts of jealousy and csn- 
flict. 

Recornmeadation ltk While striving for rapid diversification of Funding sources, the Foundation 
should limit contniutions by multilateral donors to speczc items such as teacher salary support, 
c&-oom c ~ ~ c t i o n ,  and research. Under no circumstances should FONHEP trade its 
autonomy for budget support. 

So far PROBED has not explicitely coordinated project implemen~atioa with the activities of other 
donors, As activities grow in scope and volume such coardhation will rapidly become unavoidable. It is 
most important in the foUowhg areas: (1) selection of sites of concentrated activitr, (2) methodology, espe- 
cia@ pert- to the use of incentive payments and community participation; and (3) stafFmg choices 
( e g ,  to avoid interorganizational competition for scarce personnel). Complementarity rather than competi- 
tion in project activities is, of course, one of the objectives of such coordination. Another one is to increase 
contact and mmmunications with potential donors in view of diversification of funding. PROBED has 



a d d  w i d  J in maintaining a very low profie and in limiting contacts !argely to the individual level- For 
FONHEP it will be imperative to move to a higher level of coordination. 

Remmmen&tioa 11: FONHEF should continue to keep a low profile while at the same time in- 
stituting re& formal and i r n f d  exchanges in order to ensure complementarity of action with 
other organimtioas. 

There are ~ t s  to coordination with other organizations. The acbbktrative burden of such efforts can 

be so formidable that re- project hpIementation is jeopardized. There is a h  a tacit acceptance d 
public sector norms and authority when muMateraI b o r  funds reach FQNHEF via pubtic -or &an- 
a&. There is, haally, a need to avoid 'contaminated" organizations whose interest and image are simply 
hcampatible with FONJHEP. 

Remmmendatian l2.: The project should limit coordination of its a a i ~ e s  to those donors and or- 
ganbtioas WE& share its objectives axid respect its autonomy completely, 

8.5 Program Management 

The project has succeeded in :imakkiq~ the advantages of creating new stnrdwes and initiating new . .. . Excellexit h m  and o r ~ o a a l  resources have been mobilized wi&hout ove&urdening 
PROBED by their past alleghcies and liabilities. However, with the current organizational transformation 
and the impending increase in complexity, d e ,  scope and cost of activities, renewed atteation will have to 
be paid to management issues. 

Recoasmenda$ion l3 Pisgotiations to specify in daail the roles and responsibilities of FONHEP 
and FSU should conthe, resulting in a document specifying exact c k  of command regarding 
key fundoas, such as deciding how money should be spent, authoridnglapprovkg eqen&Cxes, 
a m x d n g  for apenditutes, assigning and supeN;&g teckcaI staff, and organizing and im- 
plementing adivities. 

Recommendation I t  Agreements reached should Ix illustrated on a hierarchical project or- 
gmigram. If a single organigam cannot accurately show dl relationships, then a series codd be 
deve10ped ( e . ~  one showing staff supemision and reporting responsibdtk, ano&her showkg 
h a 3 3 4  responsibilities, etc). However, a single comprehensive chart is preferable. 

RerommencPation 15: A gradual transition from the consensus orientation to a more vertical stnzc- 
ture of decisionmaking is desirable and represents a more viabk option far the future. It should be 
feasl%Ie now as a result of the trust developed between the various partners in the past three years. 

Recoasmtnrdatioa 16: Efforts to improve and document managentent systems and pracedutes 
should contiEue. 

Rerommendabioa 1% As far as the transition to FUNHEf is concerned, continuing attention 
skoufd be paid to deveioping a detailed, accurate o q p i g r m  and to specifying In wriring explicit 
roles, respoas1'bilities, authorities, and tasks oh each individual and organization involved in FON- 
KEP. 

8.6 Summary Recommendation and Rationale 

In a most general way this evaluation team recommends (I) to conhue funding PROBED at levels 
agreed to in the project paper and the proposed amendment, (2) to carry out the proposed rearrangement 
of the organizational structure and the trader of authority to FONHEP, and (3) to initiate planning d 



both an extension of USAID support to PROBED and FONHEP and other projects with sixnilar objectives 
but geographically more limited scope. 

3usScatiofls for such a favorable recommendation include the following 

- The project is on track, has stuck to its original goals, reached many of its objectives, and has been 
most efficient and msteff& compared to public sector attempts in the same field 

- The project has reached and surpassed its institutioaal development objectives ahead of schedule. 
The emergence of FONHEP and its amsthxent member o r ~ t i o n s  is one of the mast promis- 
ing events i recent Haitian educational history. 

- Project desigu has proven to be appropriate to Haitian social and political realities. Far from 
floundering in political turmoil, the project has probably grown stronger under adverse conditions. 

- The indigenous character of the o r p i d o n s  d o h  most of the project's work is essential for long- 
tenn sustainzbility. 

- The project has pilot characteristics and is right now moving into a new phase of great pmmise an8 
of equally considerable risk. To stop now wadd deprive everyone of learning from a sigdicant ex- 
periment 

- Compared to other projects at& in Haitiarr education the overall level of competence of mast 
members of project s t d  and the administrative council (and one might wen add, the human resour- 
ces m & h d  over the years by USAID/Haiti and FSU) is no tbg  short of spectacular. Project suc- 
cess so far is due not to organizational chats  or level of hading but principally to the quafitis of 
the individuals involved. 

- The prcject has a diver*ed structure which wilt soon be paralleled by administrative and 
geographic decentmhtioa and d i d c a t i o n  of funding. The risks associated with the presence 
of powerful foreign donors and a significant concentration of materid resources can thus be 
reduced to a relatively low level. 

- The project's goals are important and ambitious without being unrdstic. Beyond its own im- 
mediate activities, PROBED has already started to act as a model for providing school support, to 
stimdatt foreign donor interest and, to provoke a dialogue between churches as well as the pubtic 
and private sectors which would have been unthinkable only a few years ago. 
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INSTIWaPBNfi CHAR;, ROLES, AND REUTIONSNIPS 

First IIBE Project P W  1986 ts 19&9: 

L The USmmaiti Mission, Hman Resource Development Office, has p r h v  oven+t and 
monitoring rapom~Wty fur the lT5E project, in conjunction with USAID/W-o% 

2. The Project Administrative Cormcil (PAC), composed of representatives of the CEEC and FEPH, 
has an advisory rob to the project in tern of setting plicy guidelines and de fact0 authority over project 
implemeentdon, such as programmatic, budgetary and resource allocation pllanning in close c o ~ r i i t i o ~  
with FSUrnC 

3. Florida State University ((FSU) serves as AiD/contractor aad grant manager tho@ an W E  buy- 
in, to implemeat the project and provide aechdcal and managerid assistance to the CEEC and =pH, via 
its operational arm, the Technical Service Center (TSC), over which it has oversight. 

School support acthities are implemented though FSU subcontracts with the two indigenous or* 
tions <7) -the Cummission episcop& de l'ehrcdion ctxtholipe (CEEC) and the Fedemtion des ec& 

pmtestmes (FEPH) whi& represent their respective school systems. FSUfTSC is responsible for trader- 
Ang skills to the CEEC a d  FEPH through on-the-job and formal training th& wSn enable them to take M 
responsibility for ttre schocr1 supprt and internal Institutiod development activities of the project and to 
serve as viable and permanent senicc organizations to tk private education seetor. 

4. The Technical Service Center (TSC) coordinates all t e c h i d  assistance provided by the contractors 
and supenks the following units; administrative staff; three technical teams: (1) SchwI Adnsi&ration, 
(2) Cdculeedagogy,  (3) EvduationlM[onit~ring,, the ?reprimary Eduatio~ Propam (PEP); and the 
Mependent Sectoral Service Center (ISSC). 

The TSC has a functional, joint leadership relationship with the two other Sectoral Semce Centers 
(SSCs) of the FEPH and CEEC. The whoie relationship has been described as a loose cophg system, 

5. The Independent SSC has a coordinator under the immediate supervision of the TSC. The ISSC has 
three technical teams with a reduced staff and six field monitors to supervise and coordinate aU scLr00b oh 
the sector. There are 33 schools ia the third cohort and another group of independent schoob p1anue.d in 
the fow%h cohort. 

6. The International Research Institute (UR) assists FSU for the preprimary education component and 
represents ESU for tke CARE subcontracL 

7. The FEP H (legally incorporated in May 1986) and the CEEC (incorporated in January 1986) have a 

c o n t r a d  relationship with FSUAJSAID to implement school support activities of the project. Both are 
the central coordination lanit for their respective constituent school systems and have an operational arm 
(8) within PROBED, the FEgH/SSC, and the CEECBSC. 

Both the FEPH and C E C  have subcantracts with UPEFfGOH for monitoring salary supplements for 
teachers a ~ d  school supplies, as well as with PROBED for irnpIementing the internal institutional develop- 
ment plans of the two sectors. 



TZle central ofice in PAP will have a st& of four: a cmrhator, admistrativ: assistant, an ac- 
matant, and a monitor. 

8. Tke Sector4 Sentice Centers (SSCdFEPH and CEEC) belong to their respective central unit and 
have a khcti~nzI pwartaersbip rehtio=&p ~5th the TSC. Tney direcG supervise and aorcbatt: a! xhoob 
of the sector and are responsible for &versifying the system's rwarce bask, incIudiag &e estab-ed of 

parent associations. 

9. and 11. Both SSCs have a &cet.tcsfs ~pZ4:e afld supc=~*risc thee t e c h i d  t e r n :  (1) S & d  Ad- 
mkkbration, (2) CuniculumlPedagogy~ mid (3) Evaluittio~oeito~kg. As of June I.989, the S@s havt 10 
field monitors eac5 to carry orat the review process and perfom-  contracting actitdtes. ia the c ~ ~ n t e x ~  of 
PROBED, the various technical teams c m r h t e  their work and w p r a t e  k p h u k g  sew projeeL 

lil. hpiementing tPlc sectoral institutional development plans, E'PH will estaKih 3 regiond o E w  
J u e  EX391 in the North, South, and Artrhnite regions scp that there are f ~ u r  Ps;ltfa P-4.P. These offices 

v3.i coordinate the work of the in their respective districts and provide decentralized services, train- 
k g  teachers and directors. They Bave direct contact with the Protestant s c h ~ ~ Z s ,  rnissims, and 
&3xches in order to divers* and broaden their resource base. Two more oftices u e  planned in Port de 
Pa& a d  Hiche. 

PZe CEEC wil! organize 4 diocese offices and renuovate 4 others in Jbrbmie, &yes, JacmeI, PAP, 
Hhche; Gcaaivres, CaipHdtieq and Port-de-Paix Under the auspices of the bishop of the &oc%;s~ the of- 

5- k resp:~f%lt for the provision of services to all Catholic schools, cwrdinatiun of educational activities 
of the &wxs&, md implemezitation of CEEC central policy. Each office will have a staff of three: a ditec- 
tor, a a8minEsuaive assistant, and a monitor. 
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NOTE CONCERNING THE INDEPENIDENT SECTOR 

I 1. Attempts at Analysis 

To our knowledge there has never been, outside PROBED, any attempt tc study the Iay sector of 
Haitian private primary education as such. At the project we were shown two reports, the first one a study 
of the sector and the second one a proposal for its organization. They are not among the most convincing of 
the project's documents. The topic is, of course, more difficult to study than either of the religious sectors 
each of whicb has received frequent, though fragmented and incomplete, attention for mare than a decade. 

The neglect of the lay sector by both religious and governmental authorities has led to major problems 
of dacumentgtion The best overall data base of "all" schooIs in Haitian history (the h E N  Enquete eduus- 

fik bcok & h republique d'huiti- 1988) undercounted close ta 1,500 schools, many hundreds ofthem 
lay schools. A gIimpse at that data is contained in annex 4 of tbis report. 

I 2. Organization of the Independent Secfor 

The pretiminary repor$ on this topic to the PAC has not yet been acted upon. It proposes to take 

PRO3 ED'S independent sector schools as a basis for starting a representative organization of this sector. It 
appears to this observer that the chances of swass of such an enterprise are not very good. There will, of 
course, dways be sch001 directors eager to get an office, a Jeep, and a SecTetary but that will be about it. 
What mde the other sector associations work so weH is precise@ that they were not put together in this way. 

A mu& preferable option would be to build on part of the only existing lay who01 assodation, theh- 
smigabn des ecoksp~ees  de Pada-Prirnce (ADEPP) which functioned previody as a school director's 
association but has been o f f i d y  r e q n i d  under its new name since December 199%. Tbe total member- 
ship is around EiO schools, including such high prestige institutions as: 

Collaage Kayanou (Dir.: Guy Alexandte) 
Nouveau College Bird (Dt.: Rosny Desroches) 

N o d e n s  Remh (Dir.: h a n u e l  Buteau) 
I have met with representatives of ADEPP on two occasions d~&g the evaluation &on and 

received their statutes and considerable material from them. Problems with building on this organization in- 
clude its Etat ion to Port-au-Prince, h bourgeois character of many member schools, and the fact that 
m y  of the leading ones iacIude the secondary level, But ADEPF could provide a nudeus and each of its 

partiapating members could, via some kind ofplan deparmtuge, take responsibility for the guidance of a 
number of poorer lay schools. 

I 3. Problems of Working W th the Lay %or 

This sector has greater variation than any of the other sectors, ranging from the worst of tbe ecoles bw- 
lems to such exdent  schools as Kayanou. The motivation of many directors is of course economic. Schools 
are for them a way to earn a living. (Is this redy so radically different from some of the "religiousn sector 
schook?) More importaotly, these schools lack the fomd and informal controLs exercised by rekous 
bodies, 

The following example of one school vkiited may not be typical but it provides a vivid illustration of how 
PROBED support can (a) be beans1ated into major profits and (b) thereby lose most of its intended 
pedagogical effediveness. 



Director M. of the C.P. school, one of the "independent" type in project serrminology, has managed to 
have Plan &pmimzge pay for his physical plant consisting of four standard classrooms. One of the class- 
rooms is unfinished, consisting of cement floor and roof only. Capacity by planners' generous standards (40 
students per dassrcmrn and teacher) would be approximately 160 students. The fees are $240,3.40 and AOO 
per month, dependent upon level, f ~ r  nine months, S h e  the buildings are paid off we can assume these 
fees to cover the total m t  of running h e  school, including all salaries and the ownertdire-dor's profits. Let 
us assume that dass s h s  are &ridciq to one haif b e e n  the lowest and the highest kve4 that 10% of all 
potential fees are never received ad, that ~~ are 3% over the PROBED m&, 

Table 2.Z 

Prolit Estimation for One Schmi in the Independent Sector 

PROBED (enrollment: 321) 
Income from fees: 872.6O/month 

Salaries of 5 teachers 300 
Director's salary 200 

Other expenses (20%) 100 
Profib: 

Smce PROBED (enrolbent: 540) 
Income tiom fees: 1468.80/rnont.h 

SaIaties of 7 teachers 420 
Diieaofs salary 200 
Other expews (20%) 124 

Profit: 72A~/month 6,523.2Q/yea.r 
Increase in annual profit i t c e  PROBED: 4,06e8(1 

Increasing the annual profit by $4,069.80 or 66% is clearly a major achievement. The key to tke in- 
creased prohbility of this school is evidently the 68% increase in enrollment due to the schmi's increased 
status, the staunch refwd of the Reform nuricdum, the 6% annual pop~datioo increase dose the the capi- 

taI city and, no doubt, the birectar's enterpreneslrial dent. Notice that zll tlris is dculated without taking 
PROBED'S offer cf $25 per student into account, an offer which potentidy adds another $8,025 to the 
school's overalI budget but very tittle to an honest director's profits. 

S&divihg the classrooms and squeezing 68% more children into the same space, at up to six per 
bench, must have a negative effect on learning and hence on repetition and dropout rates. The magnitude 
of this negative effect will remain u.&nown but it will most probably cancei out any positive effect of 
PROBED'S support. 

As a final thought it may be useful to note the options of director M. - keeping in mind that in the ab- 
sence of better data our estimates may well go wrong by a considerable margin in either &&oa Had 
director M. chosen a teacher's career with the Ministby he would now be making approximately $2400 per 
year. The rental value ("femage") of the pbt now occupied by the school would be another $360 per year if 
he managed to rent it for c o ~ ~ o n  of six one-family homes rather than agricultural use - which is d i k e -  
ly. Comting the sbte pension as income equivalent at one third of salary value, the total a n a d  revenue 
would be a m w u m  of $3,%0 - compared to an estimated $8,32320 fie is currendy earning in salacy and 



profits. .Who can Mame him for seeking to mrnaximize the r e ? m  for bis quNlcations, skills and comectio~~ 
to international donors? 

4. Why Work With ?he b y  -1 

This question is similar to the one frequently raised about working with private schools altogether. 
There are indeed many good arguments of principle against such work. But there is also a most powerful ar- 
gment s p d c b q  for i~ Becatrse it is them. Tbc lay sector is large and growing and m the whole d m  not 
provide good semices to the paying clientele. The root cause for its existence is the absence of public school 
alternatives appropriate for and accessible to the empoverkhed c3ienteIe. As long as it is not feasabie to 

eEiminate this rm cause, the lay sector deserves attentioa 
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I ANNEX 4 
Educational Statistics for Haiti, 



(TABLEAU 4) 

ECOLES ELEVES N S S T I m U R S  

NOMBRE % NOMBRE MOY % NOMBRE MOY 8 

U R B m  PUBLIC 434 24 138,068 3 18.12 34 3,702 8530 32 
P W  1,383 76 270,428 19553 66 8,044 5.816 68 

RURAL PUBLIC 543 19 105,436 194.17 29 2584 4.758 25 
PRIVE 2,370 81 258,048 108.88 7 1 7,788 3.286 75 

TOTAL PUBWC 977 21 243,504 249.23 32 6,286 6.4335 28 
Pm 3%753 79 528,476 140.81 68 15,831 4.2183 72 

SOURCE: CALCULS BASES SUR L'EMQUETE E X H A U S m  DU haEN 



(TABLEAU 5 )  
k 

ESTIMATION DU NOMBE D'ECOLES PRIMAIRES 
ET Dm EFFECUFS 

SELON LIZ SECEUR ET LA CATEGORIE 

DoNNEEs DE L'ENQUETE EXHAUSTIVE DU MENJS (1988) 

LAIQUE CONGREG PRESBYT MISSION CObMUN COM-TIRE TOTAL 

PUBLIC 878 100 1 979 
I 

PRNE 1,085 128 500 1,782 89 197 3,781 

EFFECTIF MOYEN 

PUBLIC 232 402 34 249 
PRIVE 148 328 123 133 112 106 141 

EFFECTIF TOTAL 

PUBWC 1.1 1 .3 0 
PMvE 1.3 1.35 1.35 2.3 1.3 2.5 

TOTAL 2376 303 675 2,317 116 493 6273 
I 

ES?'IMATION DES EFFECTIFS 

PUBLIC 224,066 52260 276,326 
PRIVE. 208,754 56,678 83,025 308,108 12,958 

I 
52,205 721 *729 



NOrnRE 
DIOCESE* D'ECBkES 

CAP-HAITEN 181 20.0 35,190 17.5 962 16-7 

PORT-DE-BAIX 83 9.2 15,001 7.4 473 8 2  

* A noter que ces domes comprennent les koles presbyterales, les koles congriganistes et fes koZes 
semi-congr6ganistes (me pmie des professeurs de ces ecoles imargeant au b~dget du MEN). 



DEPARTEMENT 

DILEGUES 

OUEST 74 

CENTRE 10 

ARTIBONPTE 11 

NORD 13 

NORD OUEST 2 

SUD 9 

SUD EST 1 

GRAND ANSE 4 

STATISTIQlJES COMPILEES SUR DES ECOLES DES MISSIONS MEMBIRES 
DE LA FEPH APRES L'ASSEMBLEE GENERALE DU 9/9/88 

PRIM. 

1,707 

147 

72 

324 

3 1 

292 

10 

20 

ECOLES 

SEC. 

37 

3 

3 

28 

1 

7 

PROF. 

54 

7 

3 

28 

1 

9 

- 

I 

PRIM. 

246,793 

22,079 

9,164 

38,601 

4,690 

38,728 

936 

4,403 

ELEVES 

SEC. 

7,930 

153 

450 

4,380 

PROF. 

3,510 

365 

5Q 

2,540 

20 

932 

PROFESSEURS 

PRIM., SEC. PRQF, 

6518 387 8 1 

4911 15 7 

283 22 6 

1,541 224 104 

122 7 2 

1,503 98 26 

39 - - 

82 3 2 

TOTAL 1 24 2,603 80 103 365,394 14,681 7,492 10,586 749 228 





SCOPE OF WORK 
IIBE EVALUATION - JUNE 1989 

I. Summary 
USAID/Ha.iti is preparing a mid-term evaluation of the Incentives to Improve Basic Education (mE) 

Project (521419Q), an education project managed by the Mission's Office of Private Voluntary Develop 
me= and impiexnaed through a buy-in to AID'S Improving the Efficiency of Education System (TEES) 
Project, ~managg by the Office of EJucatiOIE/Bureau of Science and TechnoIogy. The prime contractor for 
implementation is Florida State University with subcontracts with local organizations - C o ~ i w z  EM- . . 
cop& des dcoles catholiques, fedemhn des dcoles protestantes d'haiti, and C m  

A bee-person team is requited to carry out the evaluation as per the scope d work ovtlined below. 
The Mission bas asked F'lorida State University to propose (subject to AID approval) and field an evalua- 
tion team to conduct the evaluation over a three-week period beginning around May 25,1989. 

2. Seope of Work - IIBE Evaluation 

The puqme of this evaluation is to review and assess the conpence of implementation efforts and 
grogre55-achieyepne1fts of the B E  Project wit the project design outlined in h e  Project Paper and to 

determine project Viab'i. The results of this evaluation will be used by ILBE to make midterm improve- 
ments in project management and operations, by 5 E  and AID to better manage the transition to grant 

funding and by AID to assess the readiness of the prospective grantee to ahorb and manage project funds 
The evaluation will focus on the f~Uowing issues: 

1. hancial, admbistrative, and program management of the Project (contractor and suboontrac- 
t o r s / p ~ o s ~ t  grantee); 

2. Delivery d school services and support to private primary schools; 

3, A t " h e n t  of k t i t u t i o d  development objectives; 

4. Research and development activities (primarily focusing on the preprimarj experimental prwam 
and project evaluation md monito~ing systems). 

5. Technical .Assistance provided by the contractor to the l o d  subcontractor organizations. 

II. Background Information 

(to be prepared) 

111. Statement of Work 

A. The evaluation wi l l  examine the various project components detailed below with the goall of answer- 
ing the following overarching questions: 

What has been achieved to date? Are these outputs congruent with inputs and the Project Paper? 

8 To what extent is the f roject's purpose being achieved? 

e Is the Project design and ntethodoIogy congruent with the Project's purpose? In so far as it has 
been m&ed, are the changes responsive to the Project's purpose? 



a What has been the Project's impact to date? 

a Wow is the Project received by the outside community (i.e., beyond the orghti,ons immediately 
involved in the Project)? 

B. More s@+ the evaluation will respond to the foUowing questions: 
1. ETmdd, adshbtrative, and pmgmn rmaaagemenk 

9 Is a w e ~ - d r : h d  management structure in phce? 

e Is the M o ~  process defined and viable? 

o Are management systems a d  procedures documented and followed? 

m Has the management structrxe provided adequate support for project operations? 

a What u e  the strengths and weaknesses of the present management structure? 

0 Have AID procedures and regulations been incorporated into management practices and fouowed 
at contract level? At subcontract level? 

Art r e p a  work plans, budgets, etc, produced regularly and used? 

e How responsive and/or transferable will the present management systems be to the restructured 
project (ie., for use by grantee)? 

e Have subcontractors/loc.al organizations adopted and mastered basic management practice? 

a What steps - additional technic& assistance, training, reforms - will aid system improvement? 

2. Delivery of school services 

e Are the school support services identified in the Projed Paper being provided? 

+ Is the present delivery system effective (ie., responsive to school requests, timely deliwry, etc.)? 

What are the recipients' perceptions of the services offered and delivered? 

e What reforms are needed to improve service delivery? 

a Is the Project adheriag to the prescribed model and methodology? In cases where adjustments are 
made, what are the most mmmon type of rnod%cations, why are they made? 

e b the mode1 and methodology (iac~ucbg adjustments) viable? 

e Do interim indicators show school quality improvements? 

What appears to be the strengths and weaknesses of the modei at this interim point in project h- 
planentation? 

3. InstitutUtionaI development: 

m Have the institutional capacity building steps called for in the Project Paper been followed? 

To what extent have the Project Paper go& been achieved? 

0 What has been the impact of this activity to date? 

a Has an Ldtutional development strategy been developed? 

Is tbe institutional development strztegy responding to 1) thz local organizations' needs, and 2) the 
project objectives? 

Is devolution of responsibility to the Id organizations taking place? 



Have the Iocal organizations developed the capacity to accept increased operational responsibility? 

e Has the strategy for respoasliity transfer been adequately planned? 

0 What js the represeniatiod effectiveness of the local organizations? 

* What are the prospects for future sust~b' i ty?  To generate financial resources? To attract 
donor support? 

4. Resear& and Development: 
Em- 

e Is the experiment beq implemented as called for in the Project Paper? 

a Based on current design and operations, will the activity resdt in the development of modei(s) a p  
propriate to the local cuntelb? 

a Is the activity congrxvr d~ overall Project objectives? 

Does it mntniute to current school support efforts? Is it integrated into the Project? 

m Are appropriate research strategies and techniques being followed? 

Is the R&D strategy outlined in the Project Paper appropriate to Project go& and operations? 

a How is it being implemented? 

e What are the R&D activities to date? 

e Have other R&D activities been planned for? 

e WilI these activities aid the improvement of school quality? Can they be applied to non-project 
d m k ?  

Are data collection and monitoring system h place and functioning? 

a Is data appropriate to Project needs being collected? 

e Are these systems operatbig effdvely? 

e Are formative and summative evaluation systems designed and in use? 

0 Are these systems comprehensive? Do they address both Project needs and research needs? 

e Are focal staff invoIved ia the evaluation efforts? 

a Is evaluation being treated as an integral part of Project operations? 

Are appropriate skilfs bemg transferred? 

Has the technical assistance required by the Project Paper been provided? 

m Does the PP staffing plan meet Project needs? 

e Is the current personnel qualified to provide the assistance necessary? 

s Is the current staffing pattern adequate? 

a Has the contracrofs approach resulted in bowicdge transfer and capacity building of Iod  staff? 



e What sgecial problems have been encountered? 

0 Has the contraaer undertaken appropriate adjustments and been responsive to evolving Project 
needs? 

a Has the technical assistance established productive relationships with counterpart staff? 

A. Each evaluation team member will be provided with basic Project documentation (Project Paper, 
antrads, salient reports) prier to departure to Port-au-Prince and au&orized to spend up to two-days 
reviewing thc material at his home base. 

3. %?%in three days of arrival in Port au Prince the evaiuacian team will present a & t d d  workplan 
to the Mission 6XO and E U  representative. Tiis will indude a description of evaluation methodology, in- 
dividual work assignme&, fiehi visit shed&, interview/mwthg schedule, list of ssurcy instruments to be 
used, and data requirements. The workplan will be f e d  in a meeting with CTO, FSU representative 
and evaluation team. 

C. The teaan will be expected to confer regularly with Mission and FSU representative to coor- 
dinate support activities, cooroborate h&p, etc. A progress meeting witf be held at least once a week. 

resent D. At the end of the wxnd week, the team wil l  present a draft outhe of the report and p, 
p r c v  fEndkgs and recommendations at a meeting with Mission and appropriate Project personnel. 

E. At the end of the third week, a draft re* will be presented to AED and IBE to review prior to 

pr~pariag revised &alized version. 
F. ?'he final report will be &&ed by designated team leader and presented directly to Mission CTO 

with copy to RU. This report will be presented no later than two weeks following rmipt of review reac- 

OEce space, secretarial services (Wed) and transport will be provided by IIB E and AID as part of 

this evaluation effort. T G ~  members are expected to prepare and enter preliminary d& on the com- 
puter. IlBE d d e  available a computer for dab entry, analysis, and word pr& needs. 
Anticipated s p c i a k e d  pragram software needs must be arranged for in advance of arrival in-country. 

Translation services, if required, will be purchased as a part of this evaluation. A five-day work week is 
authorized. 

VI. Evaiaaticaa T a m  Composition 

A &a-person team is required for this evaluation effort. These persons will be recruited by FSU and 
subject to AXD approval. At least two team members should have French language capabnPiGes at the fs 3 + 
level. Tbe person in charge of field surveys wiU preferably have Creole speaking abiiity as well. The team 
will combine expertise in the areas of basic education, institutional development, and project evaluation and 
research with knowledge of Haiti and AXD egulations. All members should have experience in program 
evaluation. 

The W o n  CTO, FSU representative, and IIBE personnel wiIl take a collaborative and active role in 
the evaluation 

The team members will spend 15 work days (three weeks) in-country, preceded by a two-day 
preparatory period a homc base. The designated team leader will be authorized to spend an additional 5 
days preparing the final report, either in-country or at home base. 



VII. Re- 

The team will be responsible for subrnittiag the fallowing documents accvrdhg to the schedule cited 
below 

S* 

a Work Plan COB day 3 
b, Draft Outline/Preliminary Fmdiqp COB day 10 
c. First Draft F i d  Report COB day I5 
d F d  Report and Executive S v  10 days following receipt of comments 
The 5 4  report will be submitted to AID in ten copies in English An executive sumnnary, hi&@@ 

obsemdoms an$, recommendations, will be prepared by the team! leader for transfation by FSU into 
F r e d  The report wiIf be presented according to the AID forma& for eduation reports, and will indude 
the following chapters: 

I.. Executive Summary 
2 Project Identification Data Sheet 
3. Table of Contents 
4. Body of Report 
5. Appendices 
The b d y  af the report will include dkamioa of (1) the purpose and study questions of the evaluation, 

(2) a summary of the economic, political, and social contd of the project, (3) the evduation approach and 
methodology selected, (4) the evidence/fiaw of the evaluation, (5) the conclusions drawn from the Gad- 
in& and (6) the recommendations based on &dings and conclusions. The report should also include a list 
of recomendatiuns made in other consultants' reports, a statement as to whether or not the recommenda- 
tion was heeded and the results thereof. The body of ebe report should not a x e d  50 pages. 





LIST OF PERSONS INTERVIEWED AND INSTITUTIONS VISITED 

Most of these individuals were interviewed formay in their offices. In some cases the questioning was 
more limited in both time and substance. Names of teachers, directors, andrespmabfes of the schools 
visited are omitted 

PROBED 
J m  MOISSET 
Tony REEKMANS 
Mad FONTUS (SSC, Protestant) 
Delille M O L N E  (SSC, Catholic) 
Eddy JOSEPH (SSC, Independent) 
Antcine LEVY 
Aline BORY-ADAMS 
Vania BERROUET 
Evelyne VERDIER (PEP) 
Georges MERBIER 
Michd FA\'AMI 
Jackie GiUIJAW 
Serge M A R m U  
Alice SIMON 
Ma~gareth ADAM 
Jean-Chde ~ I C O U R T  

PROJECI' ADMINfSTIPATIVE COUNCIL 

Rre Hubert CONSTANT 
Fr&re Hubert D E I T  
Rosny DESROCHES 
Pastew Paw% JEAN-BAPTISTE 
Ere Yves JOCELYN 
P e e  Yvan MUSEAU 

USM]Ci/FSU 
Dana FISCHER 
Daniel CESAR 
Karen TEETJEN 
JchaMCWAHAN 
Tony CRWWELL 
Peter EASTON 
Simon FASS 



MEN 
Wntel M - N O E L  (Planifidon) 
Patrick AMBOISE (Stawque) 
Hlagues MATADOR (Iaformatique) 

OTHER ORGANuX'nONS 
Mqg. LAROCHE (Bishop d Hkche) 
Richard CWALUNDES (Swiss Aid Agency) 
Annie LAPQRTE (CIDA) 
Daniel MILBIN (IHSI) 
Y w  D E W Y  (MSI) 

Cbarlemagne Peralte, Crok-des-Bouquets 
SoEdarite Chretiexme, PAP 
Notre Dame de la Mer, Aquin 
Notre Dame du Mt Carme1 
Ste. Cetherinq Bow5 
Kmmaculee Conception, Cavaillon 
EvangeIique Bethanie, Cavaillon 
Methodisk & Dory, Dory 
Emmanuel Par la Fob Mirebdak 
b u r  Luck Cede, MireIralais 
Marie Educatrice, Dopahis 
Methodkte Wedeyere, Thomonde 
Nowelle Ecole Haitienne, %the 
Ecole N o d e ,  Hlnche-Papaye 
S te. Therese, Hinche-Papayc 
Maman Ban Dieu, Eos Palis 
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